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EXECUTIVE SUMMARY 

According to the National Water Policy of 1987. efforts should be nladt: to 
involve farmers in various aspects of rnanagernent of irrigation systems, oarticularly 
in water distribution and the collection of water rates. As elsewhere i n  India. this 
broadstroke policy has not yet led to a concrete plan for the ilnplenlentation of 
participatory irrigation nlanagenient in Bihar. 

What is needed is a strategy for organising farrners into sustainable farlner 
organizations, rnoving and motivating the irrigation bureaucracy tlirough cha~lges 
in operational and procedural guidelines and staff training. and taking supporting 
measures for the policy objectives to be translated into programmes o ~ i  the ground. 
To move that process along. this report presents and reviews cxpcrieliccs i l l  Bil~ar 
in creating and supporting farmer organizations and introducing 01-ga~iisational and 
~xoce(it~ral changes in  the line departlnents that should promote implc~ilentatio~~ 
of t hiit  policy. 

Exlxricnxs with Farmcr Organisation 

The Billiir cxpericncc iiild oI)s~rvilli011~ arc t ) i i ~ ~ d  OII  the 1i)ur ; \c*lio~~ resc:ircll 
~xojccts in  1I1c lilajor irrigitliorl C ~ I I ~ I I ~ ~ I I ~ S  t~ndcr SOIIC. Giindiik iind B;idllii S ~ S ~ C I I I I S .  

Direct ot)serv;~tio~l and tllc secolldary data also 1)ecalnc ;iviiilal)lc i l l  rcsl)ccl ol' 
C ADA. stale tubewclls and NGO i 11 lllanagi ng group tutxwcll sclic~lles. Tllis 
lnatcrial provides alllple scope for working out strategies lo ilnplcnlellt tllc 
ot)jcctivcs of state policy towards effective farnlcrs collaboratio~l. Solnc of' tlic 
Inorc i~lil~ortant gi~idelines follow: 

FOs hold i mnlense pronlise for inlproving perfornlance of i rrigaled systenls and arc 
waiting to be constructively utilised. 

The jurisdiction of F~rnlers organisation should not t)c il~iposcd but t ~ c  allowed to 
t)e settled by the farniers thenlselves. The farlners pcrceplioll 01 '  the area for 
managenlent control is based on the location of the proble~il tlley face. They 
fot~nd the control of head regulator of the distributary necessary for improving 
systems performance down below. That judgement should be acceptable. 

The organisational task and its burden on government functionaries can be 
substantially reduced if farrllers themselves undertake to organist: FO. This can be 
facilitated by macro to micro approach. taking the distributary as the inacro 1t:vel 
d i ~ e  to the farmers regular interaction in this system with ID functionaries. O~lcc. 
leadership at that level srnerzes. i t  can undertake orga~lisation huildi ng at lo\{.sr 



levels of the sub-distributarylminor and the village with understanding and less 
effort i n  a much shorter period than anyone else. 

The functions of the FO should not be predetermined but should evolve as need 
for performing a task emerges. In  one system, operations could be the starting 
point since it was causing the main problem; in  another it could be desilting 
maintenance and repairs for early visibility of the results. Once the availability of 
water is improved agriculture functions will engage their efforts. The self evolving 
process will simultaneously facilitate capability building, resource mobilisation and, 
establishing necessary linkages. 

The task of FO intervention being approached with the twin objective of system 
improvement and resource generation, promises of prior system updating by 
government will be its negation. Resources for system maintenance must come 
from within the system and as part of resource mobilisation through a share in the 
water rate as also through additional measures of getting resource in cash and kind. 
This, additionally, generates a sense of ownership and a stake in  the system. 

A formal legal status for FO gives it access to assets and services and provides it 
with bargaining power with the government and other agencies. However. the 
process of formalisation should be approached cautiously and necessary lead time 
should be allowed to lapse between the initiation of the process and the formal 
management transfer. The process of organising the product and resulting social 
change have to move together. 

The issues in replicability and sustainability need to be closely examined in terms 
of systems involved, area involved, socioeconomic groups involved, cropping 
pattern involved and diversity in approaches should be fully recognised. The 
sustainability in time is as much important as in the quality of performance. 

The present irrigation structure, functions of the irrigation hierarchies and, their 
procedure of work do offer some resistance to a change over to farmer managed 
systems. Even simple changes take frustratingly long time. An approach to change 
in this sphere making the line department users-organisation friendly is the 
necessary pre-condition for a sustainable programme of farmers managed irrigation 
system. 

The direction of work undertaken is right and the outcome is positive. It requires 
a greater thrust for the process to be speeded up and benefits to be stabilised. 
Bihar's shortage of financial resources can be converted into an opportunity for FO 
management through internal resource mobilisation. This opportunity should not 
be lost. 



Lessons Learned 

The following lessons indicate iniportant concli~sions from this review! arid 
assessment of efforts to organise FOs in  Bihar: 

Farmer Organisations 

FO efforts create a relationship of trust and mutual support between ID 
functionaries and fanners and facilitate solution of problems in  operation and 
maintenance. 

Institutional rnechanisrii for perforrnance evaluation can facilitate emergence of 
competent leaders as well as their replacement. 

Early emergence of an ad hoc macro level farmer organisation can accelerate tlie 
process of farmers themselves organising farmers at the rnicro/village level. 

Frequent and intense interaction between VLC and DLC can help invigorate. the 
functioning of the FOs. 

FO capability building through informal involvement in  operation and maintenance 
can help improve systern perforriiance and thereby accelerate the process of 
formalisation. 

Increased access to water for the lower reaches through FO involvement car1 help 
raise the level of confidence in the organisation. 

Awareness through FO activities tends to facilitate reduction in damages to physical 
distribution infrastructure. 

The expansion of WALMI's role can help evolve  newer approaches and 
methodologies for FO, OPC, and turnover. 

Replicability can work only if specific conditions of systems have comparability. 

Improved finances for the system is key to sustainability and can be facilitated by 
empowerment of the FO. 

Organisational and Procedural Changes 

A clear cut administrative directive as a follow up of the national water policy and 
state policy on FO involvelnent can remove doubts regarding cornlnitlnent to that 



Restructuring of the administration of the minor distribution system can help i n  
facilitating better service. 

Proper changes i n  rules and procedures for involving voluntary agencies in FO 
formation as well as for taking help of the FOs in physical repair and maintenance 
with government funding can help in expediti~lg the turnover. 

Proper maintenance and repair of the canal system can be facilitated by change in 
budgeting, fund allocating and tendering procedures, helping in utilisation of the 
limited time of canal closure for such MR works. 

FO promotion efforts can be accelerated if plan funds are available. 

An implementation infrastructure for the irrigation sector can improve bureaucratic 
commitment to FO empowerment. 

Recommendations 

These recommendations emerge from the experiences and the lessons learned in  
Bihar. They seek to promote the objectives of the national and state water policies 
and accelerate their implementation. 

FO Promotion and Capacity-Building 

A programme for FO promotion should be expedited by the state government. 

The macro-to-micro process of formalizing a two-tiered FO should be adopted in 
the state for FO promotion and creation. 

The boundaries of the FO should coincide with that part of the irrigation system 
which has the most serious water distribution problems. 

Locallyevolved leadership should be recognised and supported by the line agencies. 

FOs should have a broad mandate of responsibilities and activities, although they 
are likely to focus initially on water management. 

Resource mobilization should be one of the first tasks of an FO. 

Organisational and Procedural Changes 

Registration of FOs under the Societies Registration Act should be accepted by the 
line department. 



Administrative changes in line agency operation are inescapable and should be 
undertaken. 

The government should earmark budget provisions for accelerating the pace of FO 
activities. 

The government should finalise a policy for the transfer of management 
responsibilities in imgation management to FOs. 

The government should recognise the role of NGOs for promoting and 
implementing FO-related policies. 

Support Services for FO Promotion and Performance 

Technical and management support for FOs from the line agencies should be 
ensured. 

Training n~odules for improving the capabilities of the FO and line agencies should 
be developed for use. 

The WALMI should be strengthened and expanded in order to meet an anticipated 
increased demand for training. 

The WALMI and CADA should be reoriented to their expccted new roles and 
requirements. 

A problem-oriented action research programme should become an integral part of 
the irrigation administration of the state. 

Next Steps 

From the rather lengthy list of recommendations above, the following indicate 
immediate actions required by the government to expand and strengthen 
participatory imgation management in  the state: 

The government should establish a priority agenda to expand the area of FO 
managed irrigation system. 

A state Ievel steering committee should be formed with the chief secretary as the 
chairman to oversee implementation of the priorities and undertake further 
supportive measures. Three departments working in imgation develop~nent and 
management will facilitate securing of the needed thrust. 



Since Biliar is still in tlii: initial stages of' participator! i~*r.iyation rlIaliagc:~llcnt. 
additional pilot projects should I>e initiated to cover thc dil'l.~:rc~lt k i l i d~  of ~ \ ~ s t e ~ i i s  
and dil'ferent agrocli~iiatic. sut,-zones in the stare. This is ro he t l o ~ ~ ~ :  ~ r , i t l i  ii sense 
of ilrgencv to avoid the discontinuitv these cr'forts have sul't;lred i n  tlic past. 



ACRONYMS AND TERMS 

AFC 
ARP 
BHALCO 
CAD 
CADA 
CAPART 
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FO 
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lakh 
LI 
MI 
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MOU 
MR 
NGO 
O&M 
OFD 
OPC 
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PRI 
TO 
USAID 
VASFA 
VLC 

Agricultural Finance Consultants 
Action Research Programme 
Bihar Hill Area Lift Irrigation Corporation 
Command Area Development 
Command Area Development Authority 
Council for Advancement of Peoples' Action and Technology 
Land covered by an outlet of one cusec 
Group Leader of Group Tubewell Members 
Danish International Development Agency 
Distributary Level Committee 
Freedom from Hunder Campaign India 
Farmer Organisation 
Gross Command Area 
Government of Bihar 
Human Resource Development 
High Yield Variety 
Irrigation Department 
Indian Farmers Fertiliser Cooperative - a Cooperative sector 
fertilizer industry 
Irrigation Support Project for Asia and the Near East 
Indian Rupee (US$l =IR3 1) 
Monsoon cropping season 
One hundred thousand 
Lift Irrigation 
Minor Irrigation 
Memorandum of Association 
Memorandum of Understanding 
Maintenance and Rehabilitation 
Nongovernmental Organisation 
Operation and Maintenance 
On Farm Development 
Organisational and Procedural Changes 
Village level body for administration and development 
Peoples Action for Development (India), formed by converting 
FFHC in this registered body under Societies Registration Act. 
Panchayati Raj Institutions 
Turnover 
U.S. Agency for International Development 
Vaishali Area Small Farmers Association 
Village Level Committee 



Vyasthapak Organiser of the Tubewsll Irri~gation 
W A L M l  Water and Land Management Instit~rtr 
W R D  Water Resources Department 
WRM&T Water Resources Management and Training Proiect 



Chapter 1 

BACKGROUND 

Introduction 

Bihar presently has developed major and medium irrigation systems with design 
potentials of almost 2.8 million hectares. Minor systems, including 
groundwater, cover 4.8 million hectares. Crop production in the state has not, 
however, shown commensurate results. Bihar was one of the states selected for- 
an intensive agriculture district programme in  the early sixties with Ford 
Foundation support. Introduction of higher tech nology in  irrigated conditions 
was an important objective and then Sahabad district falling i n  the Sone system 
command was the benefitted district. Since then, efforts to improve 
productivity of crops from irrigated area have not slackened. The less than 
expected success can be ascribed partly to scanty attention given to grassroot 
management of irrigation water. 

The administration of irrigation systems has so far been confined to supply 
management. The Irrigation Department (ID) has made arrange~nents to open 
canals and facilitate the release of water. I t  has also been undertaking 
construction interventions to secure the conveyance of water. This function has 
been performed in isolation fro111 the water requirements of fanners. The 
cropping diversification or spread of a high yield variety (HYV)  programme i n  
the state has not been commensurate with the availability of irrigation. 
One important co~nponent has been the changing parameters of irrigation 
potential. The government system assumed the responsibility to undertake 
construction of water courses and appropriate outlets to cover smaller chaks for 
more assured crop responsive field delivery. Demand management was crucially 
added to conveyance administration in imgation policy, but the promise has not 
so far been converted into actual performance. 

The Command Area Development (CAD) programme was designed to manage 
this marriage. Its objective was to bridge the gap between irrigation potential 
created and its actual utilisation, to improve the infrastructure for intensive 
cropping through on-farm development (OFD) activities, to upgrade the 
technology of irrigated agriculture for progressively higher levels of crop 

. productivity and to enlist active collaboration of farmers towards these 
objectives. The CAD programme was designed and introduced by agricultural 
scientists and administrators. It was taken over by the central Ministry of Water 
Resources in early eighties. However, even though productivity successes were 
achieved to some extent, other objectives failed to receive due attention. The 
OFD programme became the more visible outcome of CAD activity. CADA 



added micro level construction orientation to the conveyalice syste~ii 
construction outlook which had stifled water demand management. 

The programme launched a more explicit pitot project of farmers organisation 
in support of irrigated agriculture from 1985. FOs were formed, liiostly under 
state co-operative laws by the Command Area Developlnent Authority 
(CADA). A subsidy programme for three years to support this institutional 
intervention was also introduced. The programme first covered outlet level 
organisation, it was extended later to minor levels. The coverage remained 
negligible. The fact that ID continued to control the system and CADA was 
administered by another department of government might have only a sinall 
share in this failure since ID was represented in  CADA. The failure of CADA 
to address the basic objective to achieve a balance between supply and demand 
of water for improved performance of irrigated agriculture was rooted. perhaps. 
in the apathy of farmers. The programme could not harness the human 
resources through effective farmers organisation having a dominant say in water 
management. 

In the eighties, a lot of attention and resources to human resource development 
(HRD) were devoted to improved performance. The USAID-funded Water 
Resources Management and Training Project (WRM&T) contributed to this 
effort. World Bank, and USAID also contributed to the setting up of the Water 
and Land Management Institute (WALMI) to undertake this task. WALMI, 
Patna developed training programmes. It also took up action research 
programme (ARP) to study and diagnose problems in the field. Bihar WALMI 
had, however, a very modest programme due to state's financial problems. Even 
so, it acted enthusiastically to execute ARP,in which applied research-oriented 
interventions were added as a component in systems management. 

This component was supported since December 1992 by the Irrigation Support 
Project for Asia and the Near East (ISPAN). The programme has contributed 
to the knowledge on the performance of FOs in terms of their organisation and 
operation, organisational and procedural changes in irrigation administration at 
the level of a distributary, and HRD needs. These experiences include both 
non-governmental organisation (NGO) programmes for the last two decades 
and CADA efforts since the early eighties. 

Bihar occupies an important position in Indian irrigation. The state contributes 
about 13 percent of irrigation From all sources and 16 percent to canal 
irrigation. Ninety percent of the 7.71 million hectares under crops is still 
devoted to foodgrains. Rural dependency at 81 percent is almost the highest 
among the states of India, and the only state to record an increase between 
198 1 and 199 1 .  Irrigated land has. therefore. to contribute much riiore to 
improve the incomes of rural people and provide thc~n jobs. Organisiny and 



developing the local manpower in the task is important. Accordingly, the 
Government of Bihar has set the following objectives for this report: 

a policy framework that can facilitate FOs in irrigation management and 
their sustainability 

the response of the line department to a participatory management with 
FOs for increasing the efficiency of water use and productivity of crops 

the willingness of farmers to organise or improving irrigation 
management and the conditions precedent for management transfer of 
an appropriate irrigation system to them 

a prioritising the lessons of the state experience with FOs and the emerging 
guidelines for a more active collaboration between government 
organisation and FOs 

providing outlines of an action plan to build on the positive results and 
the lessons learned so far 

It is necessary, however, to underline the limitations of the information 
available. Bihar has been divided into five agroclimatic sub-zones. Three of 
these sub-zones are out of the study area. The primary experiences recorded 
and evaluated are further confined to large flow irrigation systems. And yet this 
is the first assessment of this nature that tries to capture the state scenario in  
respect of farmers organisation in the state for water management in a 
composite manner. 

Irrigation Administration 
1 

The administration of water development and management is being done in 
three departments of the state government (Figure 1): 

a The Water Resource Department (WRD) handles resource assessment, 
flood protection and major and medium irrigation works. This 
department controls an integrated imgation cadre and lends services of 
engineering personnel to other departments dealing with irrigation. The 
department is headed' by a secretary with three engineers-in-chief at the 
state headquarters. Field administration is basin wise but large basins 
have more than one chief engineer with technical coordination provided 
by the engineer-in-chief at the state headquarters. 



IRRIGATION ORGANISATION IN BIHAR 
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The Special Projects Department deals exclusively with the four CADAs 
in  the state. The Minister of Agriculture looks after this department. 
The secretary holds joint charge of this department as well as the Minor 
Irrigation (MI) Department. He has a small secretariat with staff froin 
Agriculture as well as the WRD. The work is done in  autonoinous~ 
CADAs. 

The Minor Irrigation Department looks after surface irrigation to 
command of 2000 hectares, surface lift irrigation, groundwater 
exploration, development, and management. The department has a h i l l  
area lift irrigation corporation (BHALCO) to specifically look after 
piiblic lift irrigation schemes. Recently, i n  pursuance of the World Bank 
supported Bihar Plateau Development Project, a separate Authority has 
also been created. There is a separate Minister. The secretary is also in 
charge of CADA as mentioned earlier. It  is worth noting that all minor 
irrigation works are the responsibility of panchayati raj institutions (PRI) 
under the recently enacted constitutional amendment and state 
legislation in pursuance of the same. 

At present. the Rural Develop~nent Department has a large corpus of  funds 
under the Jawahar Rojgar Yojna for comniunity as well as privately owned 
sources of irrigation. This fund can also be used for improving micro 
distributiorl system i~nder all category o f  irrigation works. This is a 
supplementary source of money for improving irrigation water ~nanagcment. Ail 
organisational chart is given at the end of the chapter. 

This division of water development and management responsibility has 
prevented an integrated view of irrigation to be in~plemented. The yield from 
investment is, therefore, below expectation. The policy on FO involvement in 
irrigation management is also variable depending on the decisions taken in each 
department. 

Progress of Participatory Management 

NGOs have been working in water development and management of small 
irrigation works for the last two and half decades. These are wells, tanks, and 
tubewell systems, several of them under joint ownership and management. The 
spurt in this activity followed the disastrous drought of 1966-67. Vaishali Area 
Small Farmers Association (VASFA) is an outstanding example of an FO 
sustaining such effort for two decades. It  has promoted more than a dozen 
similar societies which are functioning. Even though these are not cases of' 
management transfer. they indicate the potential of FOs to manage irrigation. 



CADA was the first to undertake promotion of FOs in large public irrigation 
projects and their involvement in  water management. A number of 
organisations appeared from the 1970s onwards. However, CADA have 
devoted attention to physical infrastructure provision at the micro-level. They 
have taken farmers as the unit and are not building FOs for sustainable 
management transfer. 

In the minor irrigation sector, poor performance led the Government to a 
policy of management transfer in 1991. By a resolution of 27 May 1991 the 
decision to transfer lift irrigation projects to local village authorities was issued. 
The projects were to be transferred on "as is where is" basis, through an 
agreement on the nominal payment of one rupee per year to government for 
a period of five years. The panchayats were also allowed a one time grant of 
Rs. 2,500 for each LI scheme and services of a pump operator-cum-guard free 
of charge. The panchayats have so far taken over 248 such projects out of 
more than 2000. 

Similar instructions in respect of large discharge state tubewells were issued on 
18 March 1992, and 677 such tubewells out of more than 5000 have been 
so transferred. I t  has also been clarified by government that in the event of 
continuing unwillingness of panchayats, these projects should be transferred for 
management to users committees. The state government had delegated the 
authority to transfer these schemes to the district collectors and desired that the 
process be completed by the end of June 1994. The progress has remained 
very slow in relation to the targets. 

Major and medium irrigation had a consultative process for irrigators 
involvement which went into disuse with the passage of time. Irrigation 
bureaucracy in  this segment had offered the strongest resistance to change. The 
four ARPs under progress have been the first to pursue FO involvement in a 
systematic and sustained manner. The result so far has been rewarding. 
However, legislative framework and administrative measures for the ID to 
pioneer a drastic change in the present attitude of functionaries and level of 
efforts amongst the irrigators is sorely felt. 

Ixgal Position 

Bihar irrigation, major and medium, is being administered under the Bengal 
Irrigation Act (1876). This act provides the basis for some joint action but not 
for work to be managed through organised FOs. The Bihar Private Irrigation 
Works Act (1922) provides for consultative committee of irrigators but not for 
management transfer to farniers organisations. It  is also noteworthy that canal 
irrigation rilles have not been promulgated for each of the projects nor changes 
made in the old rules for the Sone. Sakri. Triveni and Kamala Canal systems. 



Therefore, the state government can proceed to work through executive 
instructions, till act and rules are brought in line with the National as well as the 
state water policy. This commitment has not so far been visible in  operations. 

CADA and minor irrigation works are governed by separate act and rules. 
However, the government order as noted earlier, for management transfers of 
LI and tubewell projects clearly support the case for similar action in respect of 
major and medium irrigation segment as also remaining minor imgation systems. 
This is an important issue requiring close examination. The panchayati raj 
institutions have now been given ownership over minor irrigation, water 
management and watershed development. The full implications of this 
devolution for water user associations and their relations with PRIs are yet to 
become clear. 

Too many laws to deal with water for irrigation has only created confusion. I t  
is necessary that legislative consolidation and rationalisation taking note of 
emerging priorities receives attention in the state. For the present, a change in 
rules and promulgation of rules for each of the irrigation projects enabling FO 
involvement will accelerate needed intervention. Changes to remove anomalies 
between Bengal Irrigation Act and as indicated by the AFC evaluation may also 
be worthwhile. While long-term legislative measures are under examination, 
short-term action that provides for an FO role needs to be expedited. This will 
remove a negative perception among PRI and FOs that government seeks 
involvement to tide over immediate difficulty only. A more enlightened 
perspective remains to be conveyed. 

Dimensions and Scope 

The utilisation of the potential in Bihar is highly variable. An accurate picture 
in respect of surface minor imgation is not available. In years of water scarcity 
several of these schemes fail to deliver results. The performance of private 
tubewells whi.ch are increasing at a phenomenal rate is not being monitored. 
The state tubewells with a potential of 0.63 million hectares are performing 
very poorly. The government resolution of March 1992 indicates that out of 
more than 5000 tubewells, some irrigation is available from about 2000 
tubewells only. 

The area actually irrigated from major and medium irrigation projects has been 
under controversy. This is due to difference in  figures of actual imgation 
between irrigation engineers and revenue assessment and collection staff, 
undependability of majority of projects being diversion schemes lack of 
diversification to high value cash crops and rice cultivation dominating with 
more than 5 1 percent share of which only one third is under HYV crops; and 
deterioration in physical systems raising doubts about the capacity to irrigate 



areas as reported. A stage has been reached when government is not able to 
dispel these doubts on the basis of bureaucratic reporting. 

The prospects for imgation development in  the state are 
indicated i n  the table given below: 

Table 1 
Irrigation Potential 

Unit: Million Ha 

Source 
Irrigation Development 
Ultimate Potential Balance 
Potential Created 

Major & Medium 6.5 2.75 3.75 
Minor (Surface) 1.9 0.24 1.66 
a. Ground Water(Tota1) 5.5 3.16 2.35 
b. Ground Water 0.63 

(Public sector) 

Source: ~nnualPlan 1994-95, G O B  

The environment for management transfer to FOs is being created by these 
negative perceptions about ID management. But experience about user 
management efficiency is very limited. Compared to the overall area to be 
covered, it is not yet adequate to provide guidelines for the variety of projects 
under five different agroclimatic sub-zones that comprise the state. There are, 
however, positive features of the private tubewells and NGO-managed group 
irrigation system. The three of the four ARPs in the major systems have also 
indicated encouraging outcome in terms of area coverage, water distribution 
equity and productivity. In spite of higher costs involved in such management, 
the farmers have responded positively and are prepared to takeover systems on 
'as is where is' basis. The trials would need to be expanded as a step towards 
operationalising the commitment of the national water policy to FOs. This is 
a real challenge. 

Returns from Irrigation 

The declining financial resources for investment in developing the balance of 
water for irrigation has serious consequences for state's agricultural 
development. What is worse, the provision of funds for maintenance is 
becoming increasingly inadequate. Therefore. even the co~npleted systems are 
deterioratin? and benefits are getting reduced. Except for minor irrigation and 



tiny sector under Rural Development, the state's capacity to increase present 
irrigation availability as also to maintain satisfactorily the already available 
services is under severe strain. 

The state has irrigation water rate structure that is administered by WRD. state 
tubewells and LI schemes are administered separately. The basic formula for 
rate fixation does take into account O&M costs as well as capital investment. 
The realisation used to be adequate to run the system in an earlier era. 
Gradually, however, major and medium irrigation segment took up wider 
commitment to extend the system to water courses at public cost and to 
maintain this infrastructure. Simultaneously, there has been reluctance 
politically to increase the water charges regularly. The last revision was i n  
1983. A recom~nendation to revise the charges every alternate year was also' 
made then. That has remained unimplemented. Therefore, the water charges 
are co~npletely out of tune with the requirements of the system. The 
continuance of the heavy rate of prevailing subsidy is proving to be beyond the 
financial capacity of the state. 

The implementation deficiency of the present arrangement makes the task even 
more coriiplex. The assessment is usually delayed, the deniand. when wrongly 
raised, cannot be verified satisfactorily since i t  is delivered late, land owncrshil) 
records are not maintained correctly. and therefore. lots of discrepancies appear 
in the demand. As a result. bulk of the demand becomes arrears. ID records 
indicate that the rnaximum area covered by asscsstiient in a year is it1 the range 
of 1.3 million hectares against the potential of 2.7   nil lion hectares. 

I t  has also been the experience that small holders of land tend to clear their. 
dues while co~nparatively larger tenants fail to do so. Raising of water charges 
will not change this habit and may only penalise those who habitually make their. 
payments. Apart from divorce between system requi re111ent of funds and the. 
return fro111 the services rendered, these irnple~nentation lapses make the: 
solution Inore problematic. A viable alternative is possible only through a more 
responsible and representative local system of management. 

The question of capacity of irrigated land to pay for itself has also to be 
examined closely. The capacity is limited by return on food crops. 
Diversification of cropping has hardly taken place in the state. state's irrigated 
agriculture has to develop a cropping mix of food crops and commercial crops, 
with agroprocessing, that raises returns for higher payment. Bihar can, 
therefore, raise water charges only moderately for the present. 

The farmers in the ARP areas have shown awareness about this dilemma. They 
have indicated two ways of resolving it. Firstly, they are prepared to operate 
and manage the system in more economical ways. They have expressed 
themselves in  favour of reducing staff which eats up almost 90 percent of the 
O&M allocations. There has been local mobilisation of labour as well as 
resources in cash and kind to undertake repairs, with indicated will to contribute 



more. Secondly. the farm leaders have indicated their willingness and capacity 
to assess and collect water charges in  a manner that solves the presently 
experienced handicaps. They would expect, however, that past arrears are not 
their responsibility and bulk of it is retained by FOs for maintenance. The state 
government has indicated that FOs may be permitted approxi~natel y 70 percent 
of the water rate demand. So far, government agencies have been able to 
realise around 30 percent of the demand i n  most years and costs of assessment 
and collection is heavy. 

A net 30 percent receipt to government will be of advantage. The financial 
aspects, thus, provide equal incentives to FOs and the government. Since the 
farmers would not be expecting government to undertake normal 0 & M, they 
would take steps to guard, safeguard and prevent the damage to the system. 
These assumptions emerge from the working of the FOs so far and the intensive 
interaction among the ID, FO, and WALMI. It is possible to test them after a 
forrnal management transfer has taken place. 

Table 2 
Bihar Irrigation Revenues 

Lakh ( L )  = 0.10 m i l l i o n  

Years Areas Revenue Assessed Actual  Revenue Col lected  Expen- 
Assessed Arrear  Current T o t a l  Arrear Current Tota l  d i t u r e  on 

i n  L.ha. L.Rs. L.Rs. L.Rs. L.Rs. L.Rs. L.Rs. Assessment 
8 c o l l e c t i o n  
L-Rs. 

T o t a l  84.52 29770.64 8278.70 38049.34 2631.34 1483.52 4114.86 8874.20 
Average 12.07 4252.95 1182.67 5435.62 375.91 21 1.93 587.84 1267.74 

The Outlook 

The chapters that follow have taken note of these limitations and potentials. 
Since full turnover is yet to be realised the live experience and lessons there- 
from have received the major attention. Recommendation on such a narrow 
base is hazardous but have been structured to assist in detailing operational 
policy and strategy and formalising an action plan for expanding the experiment 
to more projects. 

The task of expediting the process of clarifying policy and formalising FOs was 
greatly facilitated by the formation of a state level task force with the 
L 

engineer-in-chief as chairman. This committee had representation from 



concerned departmental wings like irrigation revenue and law. This will indicate 
the need for a state level committee supported by a unit for facilitating the 
implementation of the national water policy in respect of FOs. There are a 
number of other related issues of OPC and FO promotion which have been 
prioritised and discussed in the chapters that follow. Some of the more 
important questions include: 

Are formal FOs beneficial to the irrigation system? What are the benefits 
they bring to irrigators and the government? 

What is an appropriate process for organising. farmers to manage 
irrigation? What should be the functions of imgation FOs and how should 
they be evolved? 

What are the emerging conditions seen as facilitating replicability and 
sustainability of irrigation FOs ? 

Can FOs in imgation management be financially viable? What arc: 
measures being undertaken to improve their resource mobilisation? 

What should be the jurisdictions of an FO and its structure? Why is ii 
macro to micro level approach considered appropriate for large irrigation 
systems? 

Is the present policy and legal framework adequate to proceed with FO 
participation in management? What are the potentials and limitations of: 
executive orders expanding the area and scope of FOs? 

Is there a perception of changing role of ID? What is the response of ID' 
functionaries to the proposed changes? 

Is the present implementation infrastructure for the new directions of 
policy and administration adequate? What more is required? 

There are not many choices left for improving efficiency and productivity of 
irrigation water in the state. The staggering demographic reality and 
uneconomic per capita holding requires imgation to do better. Some statistics 
is provided in the annexure. The direct democracy of irrigators in the minor 
distribution system and at micro levels holds out promise. The approach follows 
directly from the objectives of the national water policy for participatory 
irrigation management. It will also support the new thrust to decentralising 
minor irrigation, water management and water shed management to local 
authorities in line with the amended constitutional mandate. 



The mere transfer of assets and worries of irrigation management to lower levels 
of democratic government may, however, prove inadequate. Real democratic 
functioning will ernerge from the greater participatory content in the 
management of econornic enterprises such as irrigation. The analysis. 
conclusions and reco~nmendation that follow are addressed to that task. They 
take note of the positive thrust of experience in this regard. 

Government Participation 

WALMI, Patna has implemented the ARPs and generated the experiences that 
provides the basic material for this report. In spite of various constraints the ID 
provided the support and encouragement for this work. 

Once the progress made required greater interaction with government, a 
coordination cornrnittee with the secretary of the Department of Water 
Resources was organised. It set up a task force consisting of the 
engineers-in-chief and others to examine and process the draft MOA and MOU 
expeditiously. The project's task was greatly facilitated and the process of 
management transfer is being pushed ahead. 

The present report was also discussed in the task force. A policy level discussion 
on the major findings and recommendations was also organised in  the state. 
The proceedings are enclosed in  Annex I. 

The WALMI organised two one-day workshops on FOs and OPC on 18-19 
June 1994. The discussions helped to finalise the report. Their 
recom~nendations are in  Annex J. 



Chapter 2 

EXPERIENCES 

- 

Introduction 

Bihar's experience with farmer involvement in water management in  pi~blic 
irrigation systems spans minor irrigation, tubewells, CADA and the ARP i n  
major irrigation projects. The experience in  four ARPs of Paligan-i, 
Garachoubey, Jamunia and Asarganj Distributaries forms the primary source of 
material for what follows. The fragmentary information available in respect of 
FO in CADA. and decision of the State Minor Irrigation Department to transfer 
rnanagenlent of state tubewells and lift irrigation schemes to village panchayats 
andlor farmer organisations provided the secondary source. An attenipt has also 
been made to assess NGOs work in water development and management that 
has a bearing on the aspects of this report. All these experiences span almost 
two decades. 

The longest direct experience on a major flow irrigation system is in respect of 
Paliganj Distributary of the Eastern Sone Canal System. The Sonc system is 
diversion sclle~ne with a major barrage on an inter state river. The collllllanded 
area of the Sone systcm has expanded considerably surpassing the dcsignctl 
levels. An ambitious modernisation project has been prepared and is petiding 
i~nplementation due to unavailability of resources. The work on the Paliganj 
Distributary fa1 Is in this system and was started without any financial support for 
updating the system or even undertaking essential repairs. I t  is tlle farmers 
persistence that has kept the work going. 

The second project in  the Garachoubey Branch Canal is also a part of the Sone 
syste~n but in  the main Western canal. This is at the tail-end and in an area of 
rainfall deficiency. This ARP is just about two years old, with episodes of 
discontinuity. Third ARP is in Jalnunia sub-branch canal of the Gandak project 
a post-independence major system but also a diversion scheme. This is on an 
international river with water sharing arrangement with Nepal. The last ARI' 
in  Asarganj Distributary is part of the Badua major irrigation system supported 
by a reservoir. The supply in  this system is more stable and yet the farmer:; 
have shown encouraging response to organisation for better management. The 
Paliganj provided the experience in initiating participatory management towards 
eventual management transfer. The other three projects have contributed to 
some understanding regarding replicability. A summary profile of ARPs is 
provided in  Annex F. 

CADAs are mandated to function with farmers participation. The formation 
of formal FOs appear to have been taken up only after the Central Ministry of 



Water Resources sanctioned pilot projects along with a programme of financial 
assistance. The CADAs in Bihar have undertaken the work since 1984. A 
summary of findings and lessons specially undertaken in  connection with this 
report is provided at Annex G.  

The State Minor Irrigation Department looks after more than 5000 heavy duty 
state Tubewells as well as 2080 lift  irrigation schemes. They have been faced 
with poor maintenance, poor returns and large scale closures. As indicated 
earlier the response of PRIs to management takeover of these schemes has been 
disappointing. As a result, it has been clarified that management transfer could 
also be made to users' associations as inherent in these orders. The outco~ne 
is not known. However, the emerging clarity in government policy of turnover 
is noteworthy. 

A large number of NGOs undertook irrigation development in Bihar as a follow 
up to activities during 1966-68 drought. Most of the work was confined to 
constructing wells or repairing and constructing tanks. However, quite a few 
schemes were taken up for sinking tubewells and managing them as joint 
enterprise. One such venture was taken up in Vaishali in the .Gandak command 
which is sustaining now for more than two decades. A brief case study of this 
project is available in the Annex H. In fact Vaishali system has been replicated 
in contiguous areas of North Bihar and there are about 15 such functioning 
societies. All told more than 3 0 0  group tubewells are being managed by them. 
This experience will be relevant to the question of sustainability of farmers 
organisation for irrigation in the conditions prevailing in Bihar. 

The state has a history of peoples participation in community imgation schemes, 
which are century's old. However, with the availability of state funding of such 
schemes, community participation has declined. The paucity of state funding 
has resulted in reduction of irrigation from such sources. The same experience 
is being repeated in community flow irrigation schemes under programmes of 
rural development. A general approach and modalities of FO management will 
be relevant if these investments are to yield potential benefits. 

Paliganj Distributary 

Sone irrigation system was completed in 1874. It was partially modernised 
during 1960 with a barrage replacing the old Anicut. Besides two high level 
canals, one each on the East and West, were added to cover larger areas. These 
series of canals and tertiaries are expected to cover a designed command of 
over 700,000 ha, spread over three cropping reasons. Two ARPs have been 
organised in this system. Paliganj Distributary is on the eastern side, a part of the 
Patna main canal. Another ARP was taken up in two distributaries of 



Garachoubey Branch Canal. This Branch Canal is at the end of the Western 
Sone Main Canal, receiving water after the other two larger canals have beem 
fed. 

Figure 2 
Sone Canal System 

Paliganj Distributary takes off at 74.4 km. from the headworks of Patna canal. 
It has a 40 km. long network. The cultivable command area is 12,197 
hectares spread in 76 villages. However, it transpires from the records that 
only 58 villages within the hydraulic boundary have received imgation from this 
distributary. The maximum recorded inigation during the main kharif 
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(monsoon) season has been 4,660 ha. The identified problems which led to 
the ARP in  1988 under the WRM&T Project were mainly the following: 

inadequate canal capacity due to increased demand on the system 
relative to the previously commanded area 

poor maintenance due to inadequate allocation of resources by 
government for O&M and other constraints in execution of 
maintenance works 

unattended monitoring of operation in  absence of a scientific 
operational plan for water distribution within the distributary 

lack of co~nmunication between the field functionaries of the irrigation 
department and the farmers especially the farm leaders who could 
influence the conduct and performance of farmers within the 
distributary 

Iden ti fying Leadership 

The trial with FO intervention for improved systems management followed a 
change in the ARP objectives responding in the process to irrigators views of 
system maladies. The farmers were already in effective command of water 
distribution and system damages. ID functionaries were helpless. The WALMI 
team undertook the pioneering work of preparing the meeting ground between 
system managers and system users. Village level meetings and an open-ended 
collaboration in water delivery and distribution generated goodwill and 
understanding. Transparency found both partners to have neglected their 
obligations. A review indicated 20 critical villages that were key to improving 
performance. The efforts to mobilise farmers started with these twenty difficult 
villages with WALMI team remaining the persisting facilitator. 

Farmer organisation work was found to be dependent on choice of the right 
leaders. In the first place those displaying interest in the technical study acted 
as key persons to identify influential opinion leaders amongst the farmers. 
Subsequent meetings at the lower and middle reaches offered opportunity to 
involve some more farmers. All such persons promising leadership at one point 
or the other worked informally and involved themselves in activating different 
villages. The informal arrangement continued for 15 months during which 
several meetings took place and visits to outside state projects were organised. 
The leaders had entered on the venture reluctantly. Their interests and 
orientation was rooted in considering the village as their last frontier. In the 
process inter-village problerns of water conveyance had been progressively 
accentuated. Their coming together was a turning point. They were able to 



explore commonality. As they proceeded with their interaction they were able 
to see the real call of leadership. That was in  unity to improve the system's 
performance. The basis for a constructive dialogue with ID functionaries and 
joint efforts to bring irrigators to the same view had been created. However, 
the task was found to be exacting and different from merely acting at the behest 
of government functionaries and carrying out their orders. 

Orga~sational Process: The Macro-to-M icro Approach 

The choice of the jurisdictions of the FO and the course that organisation 
formation will take was determined by the farm leaders in the command. They 
saw two sets of inter-related problems. Firstly, the problem started with the 
faulty operations of the head regulator of the distributary and inequitable 
distribution was traced directly to the decisions regarding availability and timing 
of release of water at the head regulator. The farmers were prepared to live 
with less water and work with mutual accon~modation to share scarcity to the 
extent possible. That was possible only if they could control the regulator and 
had advance information from the ID fi~nctionaries regarding quantum, the time 
and the period for which water was available. The hydraulic boundary of the 
distributary was the natural choice for jurisdictions of FO. 

The second level of problem arose from intervillage rivalry generated by thc 
prevailing regirlations at the head regulator. There was ;I scramble for water 
arnong the villages to the extent o f  resulting i l l  wastage at the head roachcs 
while the tail-end farlners did not get a share for years together. The root of- 
the intervillage rivalry could be tackled, so reasoned the farmers, if they had tllc 
opportunity of controlling the head regulatar and proceeding to sharing of 
water between the villages. The intervillage problem was not possible to solvc: 
by controlling lower level structures. The villageswere subject to social pressure 
and this could be exercised if a distributary level organisation appeared first. 
The initiating point of the entire organisation process was the control of thi: 
distributary head regulator and finalisation of operations plan. 

The WALMl team started their work by learning to understand this interface 
between the hydraulic and village jurisdiction. They found it necessary to bring 
together all persons who could influence canal operations. Accordingly on 
ninth June, 1989 a meeting of 75 leading farmers along with local functionaries 
of the Water Resource Dept. and the WALMI team was convened. This 
meeting considered canal operation to be the most challenging problem and 
discussed the proposal for having an intervillage "farmers ad hoc canal operation 
committee" of 10-12 persons. The meeting, however, went for a somewhat 
different approach. I t  identified a total of 20 critical villages within the 
distributary command which could help or hinder the process of collaboration. 



They also wanted to discuss this ~iiatter within their village which alone could 
send a represeritative to tlie proposed ad lioc co~n~nittee.  

These leaders, thereafter. went about organizing village level iiieetiiigs in  these 
20 villages and the first meeting of the ad hoc co~n~~i i t t ee  could be conve~icd 
only on 5.9.89. This committee received the needed sy~npathetic support 
frorn Irrigation Department when the engineer-in-chief issued a formal order for 
collaboration with the ad hoc committee in the operation of the system. 
Initially the meeting of the committee were proinoted by WALMI. However, 
by the end of September 1989. the first meeting without initiative of WALMI 
was held and the process continued thereafter. 

The consolidation of the ad hoc canal operations co~nrnittee continued till i t  
converted itself on 25.5.9 1 into Paliganj Distributary Farmers Committee and 
adopted its bye-laws. There were two significant developments. FirstIy, as a 
reguIar committee, the FO saw its work rnore than merely operations of the 
canal. The operation was the means for consolidating its work. Secondly . the 
20 critical villages who had joined together reluctantly had found that 
cooperation was advantageous and working. They were prepared to expand the 
organisation to cover all villages. Since expansion was their decision, they took 
on the further responsibility themselves of persuading remaining villages to 
organise and become part of the operations structure of the Paligarrj Distributary 
Farmers Coinmi ttee. 

The committee organised a meeting of VLC/DLC members on 27-28 April 
1991 in which more than 200 members participated. It came to the 
conclusion that results flowing from participation in the operations of the 
distributary indicated i~nprove~nents in the relations between the irrigators and 
ID functionaries, unity and understanding amongst farniers of differeri t villages 
and responsiveness of the upstream far~ners to the problems of tail-end farmers. 
They also expressed self-confidence based on the experience so far that the DLC 
was i n  a position to undertake works related to the whole range of water 
management activity within the distributary. As a result of efforts of members 
of the DLC, 32 more VLCs were organised by July 1993 and all of them 
joined the DLC. I t  was a unique experience in which 32 villages for~iied their 
conimi ttee in this manner. 

The managerial input put in by the DLC members was the deciding factor in this 
expansion so that the co~n~nittee of 20 now became a DLC representing 52 
villages within the distributary. The strengthened DLC held farmers caliip on 
22-23 September, 1993 and Inore that 500 members participated. This camp 
went a step further and authorised the DLC to forniulate MOA and MOU i n  
consultation wit11 WRD for eventual management transfer of the distributary to 
the Paliganj Distributary Farmers Committee. Ths process of thc farmers 



the~nselves organising farmers was facilitated by the outcome of the canal 
operations which had taken the committee to undertake essential repairs. 
resolution of conflicts and extension of irrigation to villages who were deprived 
of water for a number of years. The confidence of farmers in organising VLCs 
proceeded from the success they had achieved and the conviction they could 
instill in  the new villages that came into its hold through this organisation 
process. 

Apart from promoting the organisation process, WALMI had also undertaken 
the training and learning process. It regularly distributed technical literature on 
irrigated agriculture and organisation building in all the meetings. WALMI also 
had several 2 days training sessions for VLC members on irrigated agriculture. 
A few demonstration on improved agriculture were also organised. In fact, the 
farmers camp in April 1991 discussed issues related to improving agricu1tur.e 
so that their management operations yielded larger benefits. Thus while water 
availability and distribution was given the higher priority, i t  was understood that 
irrigated agriculture was the ultimate objective. 

The process of actual organisation followed a course in which a general assembly 
selected 20 critical villages. Members in the assembly, thereafter, organised 
village irrigation committees in these 20 critical villages with the support c~f 
WALMI. All the chairmen of the village irrigation committees (VLC) 
automatically became members of the committee. After regular elections of 
VLC chairmen, this committee was converted into regular committee. The 
committee was expanded by additional villagesforming committee of their own 
in which members of the DLC participated. The DLC formed an executive 
committee. 

By and large, the elections to the VLC is by consensus rather than elections. 
The DLC has been undertaking the task of monitoring the activities of the VLC 
and the vice-versa. It has been found that the activities of the DLC and results 
flowing from the same is a major item of discussion in the VLC meetings. This 
process of two-way communication in which line department and the WALMt 
team have functioned as observers is contributing to improved functioning of 
the whole arrangement. 

The process of organisation-building suggests the following conclusions (Figure 
3 ) :  

A two-tier system, one at the distributary and the other at village level 
will be appropriate to manage water problems within the. distributary. 
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The organisation process has to seek support for problem solving and 
has to start from difficult villages. Once these villages started 
cooperating, the rest had greater incentive to join. 

Some lead time is required for the organisation to become universal. 
Farmers want to see actual benefits and results are more convincing 
than any promise of inherent potentials. 

Water equity has to be at the top of the agenda. The tail-end farmers 
have tended to be the engine of consolidating the organisation and a 
pressure within the organisation for water equity enhances chances of 
success. 

WALMI input was critical. Considering the problems it was less than 
adequate. As organisation started working WALMI tended to reduce 
the level of its participation. Greater dependence on the internal 
strength of the organisation has helped universalisation. 

The process may seem slow. However, considering that 52 villages 
organised to be part of the distributary level organisation it has to be 
contrasted with the time that can be taken in forming and federating S;! 
autonomous farmers organisation. So far, many lower level committees 
have come up in  CADA, but no federation is in sight. 

It may be appropriate also to list some of the positive factors and advantages 
of the approach. The organisation proceeds from identification of a problem 
and pursues the same at the distributary turn-out point and the village. A 
somewhat large organisation was a recognizable entity and was in a better 
bargaining position with ID than a small organisation. It proved to be a strong 
forum for persuasion and social pressure to resolve conflicts at the village level. 
It generated internal and external environment that allowed early results in 
terms of better water distribution. The only promise held out was of a 
guarantee of water supply at the distributary head regulator. No promises were 
made for updating the system or taking up physical repairs. This was beneficial 
for the credibility of the government. 

As a result, transparency of the main actors was achieved. A general attitude 
of blaming one another was gradually replaced by a sense of sharing in day to- 
day problems. Finally, the outside managerial input requirement was limited. 
It has proved to be a cost as well as time effective way of organizing water 
distribution within the system where control of a single point is taken over by 
the farmers organisation. The economy of scale has worked towards 
organisational viability and greater sense of reliance on internal capability 
building. 



The process of the forriialisation of FO in Paligani followed an interesting 
course. The first task was to work out a MOA. Tlic farriiers \s,erc provided 
with seven different rnodels of the ~iiernorandum of association for FOs fro111 
different parts of India. After discussion. they rejected each one of t l i e~~i .  
Thereafter. there was conti~iuous interaction between the WALh1I prc!ject tear11 
and the farmers for a period of about three months. As a result the framework 
for their memorandum of association emerged. In course of the discussions the 
farmers disclosed their own minds and were assertive in providing for adequate 
autonomy in their working. The did not provide for representation of ID in 
their executive co~nrnittees. Another interesting feature was the farmers' keen 
desire to provide for flexibility in their operation, so that at any point of time 
they could enlarge their activities beyond the field of irrigation. The preference 
was for identifying the benefit of water for organisation to secure ~iiaxi~iium 
acceptability. Every other activity would follow. 

Process of Formalisation: Memorandum of Understanding 

After formation of the FO and adoption of the MOA. the DLC was anxious to 
initiate activities for access in the canal system to the lower reaches denied this 
benefit for the last t en  years or so. The problems were discussed in  ~iieetings 
of the VLC and the main reasons were found included: 

the undependable and erratic supply of water at the head of the 
distributary 

over outletting due to vested interest of the farmers 

unauthorised interference with conveyance of water and poor regulation 

overuse of water in the upper reaches due to lack of knowledge about 
the water-crop relationship 

It was considered that if an assurance was available that supply would be regular, 
the illegal obstructions i n  the canal would be removed. On such assurance 
backed by DLC, the farmers willingly removed the cross bunds. The 
consequence of this action and resulting water access was very much 
appreciated and the confidence of the people of the lower reach started being 
restored. Their interest in the FO increased proportionately. This was during 
the kharif season of 1989-90. To build up further confidence. participatory 
management of the dis t r ibi~tar~ was started in kharif of 1990-91. The system 
provided for water supply for 10 days and closure for five days as notified by 
the government. The FO prepared an informal operation plan by which i t  was 
decided that out of ten days water will be supplied in turn for the required 



number of days to the five reaches using the method of rush irrigation when 
appropriate. This has yielded some beneficial results as seen in Table 3. 

Table 3 
Kharif Water Distribution in Paliganj Distributary (1 988- 1993) 

R Kharif Percentage Actual Kharif Delivery 
Part o f  Command Ara under - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - .  

the Reach 1988 1989 1990 1991 1992 1993 

Pa1igan.i Reach I 19.0 43.9 42.6 46.0 45.7 39.5 30.1 

Chandos Suh-Disty. 19.9 14.3 11.9 10.9 10.2 13.4 13.4 

Pa1igan.j Reach I I 16. I 24.7 30.9 21.0 13.8 16.2 17.4 

Bhatatpura Suh-Disty 14.3 04.4 03.8 04. I 12.0 12.8 16.9 

Paligani Reach I l l  30.7 12.7 10.8 18.0 18.3 18.1 18.2 

However. the operation plan is still part of a lear~iing process and will take time 
to be fi~lly operational and to be satisfactory for all entitled to irrigation. I n  tlic 
nieanti~ne. this Inore equitable accrual of benefit has established tlic credibility 
of the enterprise and secured inlproved si~pport from far~iiers and ID 
fllrlct ionaries. 

The operation plan prepared and i~npleniented hy the FO in its infor~iial pliase 
led to confidence that FO could nianage water distribiltion and progressively 
i~ilprove performance. This was the objection of taking water from tl~e 
government at the head regulator and distributing i t  by the FO to the far~iiers 
according to their needs so as to improve distribution in the entire command 
area. 

The farmers realised that a more formal relation would provide inipetus for 
better ~nanagement under a nlenioranduni of understanding executed between 
the FO and the government. Accordingly, an MOU was drafted and circulated 
to the different villages under the DLC, and meetings were held i n  the 20 
critical villages in which every item was discussed threadbare with the VLC 
members and the farmers. The villagers suggested modifications in the draft 
which were incorporated in the MOU (Annex E). 

I n  order to make this MOU effective, the provisions of the Bengal Irrigation Act 
(1876) and Sone Canal Operation Rules were used. I t  was found that although 
the issue of permit for long lease to a group of persons as also authorisation by 
the Divisional Canal Officers for collecting water rates for such supply was 
provided in the Act. there was no provision for issuing permit and executin,g 



Satta agreement with a registered FO. It  was essential to promulgate separate 
rules for the purpose. Accordingly, three drafts in respect of water permit, 
agreement to supply water and MOU were submitted to the Irrigation 
Department for their concurrence. The Irrigation Department's task force 
headed by the engineer-in-chief finalised recommendations with certain 
modifications which have been approved by government and accepted by the 
FO. 

Functions of FOs: A Self-Evolving Process 

The FO registered under the Societies Registration Act (1860) is named 
Paliganj Distributary Farmers Committee. The MOA defines the objectives in  
broad terms that has two principal parts: the task of canal water procurement, 
distribution, O&M in connection therewith and water rate assessment and 
collection and action in connection with raising agricultural productivity and 
services in pre and post production period to that end. The committee has 
further undertaken in  the MOU to pursue the objective of securing for its 
members the technology of cost-effective ways of increasing their income so 
that agriculture could become a more remunerative business. 

Improved irrigation management is the means to achieve this objective, and it 
has received higher priority in the initial phase. However, as seen in  the process 
of organisation, simultaneous steps have been taken to raising the awareness 
level about higher productivity technology, including better understanding of 
water-crop relations and judicious application of water. The committee, 
though, has confined itself to former activities only at present. 

The initial functions performed so far were operation, repair and maintenance, 
resource mobilisation, and conflict resolution in connection with the supply and 
distribution of water. When the farmers started their collaboration with ID in 
operations they identified vulnerable sections in the canal system and this led 
them to think about repair and maintenance. The costs involved and difficulties 
in getting government funds led directly to question of raising local resources. 
During the actual operation, specially when there was scarcity of water, conflict 
among various sections of the farmers as well as different villages appeared and 
necessitated conflict resolution. The following three functions are need-based, 
capability-oriented and self-evolving (Figure 4). 

Operation. The operation plan in Paliganj Distributary was evolved jointly by 
WALMI team, Line Agency and the farmers in 1990-91. The operation plan 
evolved suggested rotation between five sectors of the system and start of 
irrigation from the tail end, but the farmers disagreed. They openly stated that 
this objective was unachievable as the upper reach farmers would never allow 
water to the tail end without irrigating their fields first. The farmers' view 
prevailed and first trials started from head reach. With experience, the farmers 



themselves came to the view that in  this plan the tail end would never get 
water. The alternative tried was that irrigation should start once from the head 
reach and once from the tail end and this aiternating arrangement be repeated 
throughout the season. This was practised and area of coverage has increased 
frorn 1991 onwards. 

The year 1990-91 was one of scarcity and crisis condition prevailed. The 
dispute between various sections of the farmers came to such an intensity that 
line agency decided to pull out. One group of farmers suggested to take police 
help but i t  did not work. Another group of farmers proceeded to resolve the 
problem through persuasion and social pressure. The first. step was to force 
rush irrigation to lower reach villages by the efforts of DLC members. Then 
Bharatpura village which was obstructing flow of water downstream was made 
to agree to remove obstructions by having DLC meeting in that village itself 
instead of usual venue at Paliganj . These were encouraging developments which 
were to guide future efforts. 

Maintenance and Repair. The farmers organisation first undertook in  1989-90 
a walk through survey along with the line agency and WALMI officers to 
identify the deficiencies in the distribution network and estimated the cost of 
rectification to be roughly Rs. 7.0 million. Since so much money was not 
expected to be allotted by government it was decided to take up more 
important repairs and accordingly priorities were fixed. In 1990-91, the then 
engineer-in-chief had allotted Rs. 1.1 million for the repair of the priority works 
and the chief engineer, Aurangabad had taken action for its implementation. 
However, due to the opening of the canal in the first week of June, 1990, the 
work could not be done. 

In 1990-9 1 and 199 1-92, the Chief Engineer, Irrigation Department, Patna 
also allotted Rs. 0.2 million for the repair works but completing all the 
formalities took time and this year also the repair work could not be done.. 
Likewise in 1992-93 the formalities could not be completed and the work 
could not be done. The failure due to certain procedural hurdles in ID 
repairing the canal led the farmers to resolve not to depend entireIy on the 
government. They also felt that repair of the canal by the farmers organisation 
could be cheaper. Hence in February 1992, they decided to take up the repair 
work of the canal by organising voluntary labour. They also succeeded i n  
creating an awareness in the village level committees and persuaded them to 
repair the canal in their own village portion. 

After February 1992, different villages organised repair of the canal in their 
area on voluntary basis. The FO is by now confident that they would be able 
to do the repair either by voluntary work or by collecting subscription, in case 



I 
I I 

A V 

I 
I 

I 
I I Do operation 
I 
I I plan Adjustments 

Resources 
v 
I 

Self-Evolving Cvclic Process Involving Operation, 
Maintenance. Con-flict Resolution and Resource Mobilisatio~z 

(PALrGANJ A RPl 

-t- 

Figure 4 

Seasonal 
Canal 

Closure 

C 
8 a 
al w  
al 

3 
B h 

w  
c 
0 

internal  
Rotat ion  b l e  Points  

o i w  
! 
I 

I 3  2 I I 

I 

al I s i 
h I 

I 

T i I 
I 
I I 

I 
I I 

Conf 1 i c t  I I 

I 
I Irr iga te  Reach V I rr iga te  Reach 
I 
I 2% days IV (Bharatpura) 

1% days 
I 

a I I 

I I 

I 

I 

al I 

i s I 
I I 

I c 
i 2 i 2 
I .-. 

S i 2 

w  

: 
I 
I 
I 

Q Perform 
Evaluation 

I 
I 
I 
I I 

Works 

v 
II 

I I 

I a 

Close Canal . , f o r  5 days X 

Rotational Resolution I 

( 'a 
I 0 
! T 



transfer of 70 percent of the water rate as proposed in the MOU, is not found 
to be sufficient. Table 4 indicates efforts made so far. 

Table 4 
FO Resource Mobilisation in Paliganj 

Nature Amount Participating Remarks 
Villages 

Voluntary Labour I.R.48900 24 Variable days in 
each village as per 
need. 

Cash Contribution I.R. 1207 16 Amount with 
VLC in Bank 
account 

Grain Contribution (3125 kg. 24 4.5 kglha rate 
ricelpaddy) agreed for each 

farmer. Progress 
slow 

Conflict Resolution. In the Paliganj Action Research area, the conflicts between 
the farmers and the line agency have been reduced considerably because of 
transparency in operations, involvement of line agency in FO activity, removal 
of obstruction in the canal by the farmers thernselves, self-operation of the canal 
by the farmers and supervisory role of the DLCIVLC. in the maintenance work 
undertaken by the government. The conflicts between villages have been 
reduced through regular sharing and meeting and rnuti~al appreciation of the 
constraints. Similarly, the conflict among the farmers within the same village has 
been reduced through persuasion and mutual discussion. So far there has been 
no occasion of a possible conflict between the VLC and DLC The level of 
tension generated by canal waters in the area has been on the decline. The 
contribution of VLC and the DLC through frequent meetings and dialogues has 
been substantial. The ID has been a beneficiary too. Participatory process has 
shown the potentials of reduction in water-related social tension. 

The FO has come to understand the exacting nature of their functions the hard 
way. They are adjusting their organisational responsibilities to meet the 
challenges. However, they are wary of adding too many functions too soon. 



That explains why agriculture development including input supply and marketing 
has been given a muted attention so far. The FO is still at a stage where 
irrigation management tasks have not been mastered nor water distribution 
reached a level of satisfying all nor resource mobilisation effort has become a 
regular routine matter. Agriculture and even off-farm functions will emerge 
higher in priority in the same self-evolving process as elements of irrigation 
management has done. Irrigation is the foundation of irrigated agriculture and 
its stability will facilitate the task of building super-structure of modern 
agriculture, crop- diversification, processing, marketing and off farm 
employment for those not engaged full time in farming. There is a long way to 
go,and organisation is aware of it. That is the reason why it has been able to 
sustain itself for the last six years even during a break in  the donor support for 
months during 1992- 1993. 

Garachoubey Branch Canal 

The Dangri and Barhupur distributaries of the Garachoubey Branch Canal are 
a part of the Western Sone Canal system. Bahuara pump canal on the River 
Kudra supplements the available water between these two distributaries. Erratic 
power supply has, however, adversely affected even this augmentation. As it 
is the last canal to take off from the left main canal, it suffers from deficiency 
in supplies. Comparatively lower rainfall adds further to difficulties in meeting 
the full demand of the command. 

With the introduction of HYV crops from early sixties in the wake of Intensive 
Agriculture District Program the need for better operations and O&M has been 
acutely felt. The farmers responded to the initiative taken by an NGO to 
organise for the solution of their irrigation problems. The farmers' meetings 
during 1993 were largely attended. The selection of Community Organiser 
from the farmers themselves, their intensive training in Patna, the 
socioeconomic survey of the villages prepared the background for the speed 
with which the idea of FO formation spread in the area. Although the NGO 
initiative fell through in a couple of month's time due to governments 
procedural problems, its impact was still there when the effort was renewed by 
WALMI through ISPAN support towards the end of 1993. 

In Garachoubey Command two distributaries, Dangri and Barhupur, were taken 
up for the organisational work. Eagerness of the farmers decided the selection. 
The basic features of the two Distributaries are shown in Table 5. 

The organisation process was initiated on the pattern of Paliganj with minimal 
deviation. To start with a general meeting of irrigators of the Branch Canal 
itself was held. The meeting identified key contact farmers for whom a three 



day training programme was organised at WALMI, Patna. A Branch Canal level 
ad hoc Committee emerged during this training and this committee understood 
the further organisational responsibility. Thereafter, separate general assembly 
of irrigators and others were convened in the Distributary Commands. Ad hoc 
DLC were formed there. The members so selected were again exposed to 
motivational training in batches of 40 and charged with forming VLC. Once 
the VLCs were formed in all the villages, the further process of making them 
functional by performing tasks was started. 

Table 5 
Features of Garachaubey Project Area 

(Hectares) 

Distribi~tary CCA No. of Kharif Area 
Villages DesignedIActual 

Dangri 1265.0 AC 25 466/400(1993) 
Barhupilr 753.5 AC 15 121 190(1993) 

The organisation process was initiated on the pattern of Paliganj with minimal 
deviation. To start with a general meeting of irrigators of the Branch Canal 
itself was held. The 111eeting identified key contact farmers for who~n a three 
day training progranlnle was organised at WALMI, Patna. A Branch Canal level 
ad hoc Committee en~ergetl during this training and this committee understood 
the further organisational responsibility. Thereafter, separate general asse~nbly 
of irrigators and others were convened in the Distributary Co~nmands. Ad hoc 
DLC were formed there. The members so selected were again exposed to 
~notivational training in  batches of 40 and charged with forming VLC. Once 
the VLCs were formed in  all the villages, the further process of making them 
functional by performing tasks was started. 

The organisational process had some set back in the middle. The NGO was too 
excited about the progralnme, took up enthusiastic measures and made high 
promises. Ultimately, the proposal fell through due to procedural difficulties. 
The NGO withdrew abruptly. The adverse impact of this development created 
a difficult environment when the work was again taken up by WALMI project 
team with ISPAN support. With patience and frank communication the hiatus 
was broken and farmers enthusiasm was restored. 

The FOs in  this project area identified maintenance as of highest priority. Both 
the distribi~taries were in poor shape. More than one third of the main channels 



were almost extinct. A walkthrough survey was organised during December 
1993. Representatives of the line agency, DLC, WALMI participated. This 
action resulted in identification of priority repairs and restoration work. The 
responsibility for repairs between the ID and FO was demarcated in the 
following manner: 

Irrigation Department Farmer Organisation 

1. Installing gate in 1. Desilting the canal 
head regulator from 0 to Mile 1 

2. Syphon Construction 2. Reconstruction of weak canal 
near National bank from Abhiawar village 
Highway to National Highway. 

3. Construction of 3. Construction of canal 
escape channel from bank from National 
Bishnupur village up to Highway to Bishnupur. 
the river. 

In general, the FO has succeeded to undertaking part of its work in the current 
season. The Department has not done so except repair to the gates due to 
budgetary constraints and procedures. The FOs work, based on earthwork and 
simpler repairs can yield best results only when Line Dept. can undertake its part 
of the commitment. The FO, knowing the difficulties of government did not 
put any precondition of updating before offering to collaborate. In fact, some 
further resource mobilisation effort by VLCs is on and the amounts are being 
put in bank account. 

Some discussions on operations have taken place between Line Agency and FO 
The DLCIVLC have also undertaken discussion about operation plan below the 
distributary turnout. All this has not been converted in collaboration so far on 
the pattern of Paliganj. This is a clear indication that a very quick management 
transfer in an environment of bureaucratic lack of commitment cannot be 
expected. Two to three years lead time as in Paliganj may have to be accepted 
during the pilot phase. The question of water rate transfer or conflict resolution 
task has not arisen yet. 

The Garachoubey experience provides some interesting elements to be taken 
note of in the organising process. The line agency functionaries have not kept 
their promises of participating in meetings organised with their consent. They 
have been less than enthusiastic about the trials. The need for special selection 
of lower functionaries during the formative period of organising has been 
repeatedly brought to the fore. The farmers are quick to respond to such 



initiative. However, their level of interest can be sustained only by active 
involvement in specific functions. In its absence, the VLCJDLC tend to be 
dormant and need extra effort subsequently. The state government does not 
have any specific programme and uncertainty of donor support makes them 
withdraw. Programme once started has to be pursued till the objective of 
management transfer is realised. These efficiencies have to be taken serious 
note of in the context of state policy on FOs and its objective of management 
transfer. 

Asarganj Distributary 

The work in this system started in December 1991 by WALMI office under 
WRM&T. After close of USAID assistance, work remained suspended. I t  was 
restarted only in September 1993 with ISPAN support. 

The distributary is at the tailend of Badua left branch canal. It has a GCA of 
5000 ha spread in 32 villages. However, the distributary is not in a position 
to carry more than 70 percent of the designed discharge due to poor 
maintenance. The area is politically active and farmers are fighting court cases 
to safeguard their perceived interest in not paying water rate in  the light of 
traditional right to water in the system. 

The water supply in this part 
diversion of small local strei~ 
fro111 beforc thc construction 
system and lack of 
organisation had 
reduced the emphasis 
on this work. This has 
been causing adverse 
impact on the overall 
distribution in  all the 
reaches of the distri- 
butary. The first task 
that organised farmers 
have taken up was to 
restore the old practice 
of augmenting supplies 
in the canal system. 

of the Badua Canal system is augmented through 
Ins. The farmers themselves undertake this task. 
of the canal systelii. The security of the new canal 

A weir on Taruni river had been augmenting 
water supply in Asarganj distributary. It had 
become defunct From disrepair and 30 cusec 
supply had been lost. The DLC of Asarganj 
organised voluntay labour camp of its 
members from 5 to 7 June 1994. 486 
persons from 14 villages participated in 
batches contributing 15000 cft of earth 
work. The water supply guarantee was 
restored. Moreover, action early in the 
season prclrided water for raising paddy 
seedlings on time. Canal was opened later. 

The organisation process has followed the Paliganj pattern. The ad hoc 
executive committee of DLC was organised in a general meeting of irrigators. 
The ad hoc committee cornpleted organising VLC in all the villages in a span of 



just two to three months. The regular DLC was constituted by the elected VLC 
chairman who reconstituted the Executive Committee of DLC. They made two 
changes in  the ad hoc DLC while doing so. These organs have discussed and 
debated the MOA and the MOU of Paliganj in  a series of meetings. That 
model was finally accepted with one rider in MOU that the water rate would 
be payable only after the court cases are disposed off and as per their direction. 
However, registration of the FO is yet to take place. 

The FO has so far only been undertaking some repair works. The VLCs are 
also engaged in raising internal resources. It is not yet engaged in operations 
nor steps towards making operation plan for the distributary has been initiated. 
The performance of all functions is yet to materialise. It needs to be noted that 
the DLC has improved its bargaining power with the state administration in 
relation to canal water supply. 

The work is at present in a crucial stage. The WALMI activity is still required 
to make the FO fully operational. However, the state ID and WALMI have no 
specific programme budget to pursue the work. A setback is expected after 
ISPAN completes its project. 

Jamunia Branch Canal (Dhawahi Sub-Distributary) 

The Dhawahi Sub-Distributary takes off from 7.22 km. of Jamunia Branch 
Canal, which is part of the Gandak Project. It has four minors and eighteen 
water courses, of which five water courses take off directly from the Sub- 
distributary. Contrary to the Paliganj command, which had serious problems of 
inequitable water distribution between the head and tail reaches of the 
distributary, on account of inadequate supply, this system does not suffer water 
shortage. 

The WALMI, Bihar entered this area in November 1990 and attempted to 
organise the farmers. For this purpose a meeting of villagers through Gram 
Panchayat heads of the 13 villages under its command was called. They readily 
agreed to form an FO, and the heads of gram panchayat were given the task of 
forming VLCs with five to eleven members in each village. The chairman was 
to be member of the DLC. 

The initial ARP activities continued up to September 1992. The work 
remained suspended, thereafter, till it was restarted under ISPAN. 
Unfortunately there were staff problems of ID so that the area did not receive 
the attention required. The work was confined to one Minor and two adjacent 
water courses. Apart from the agencies collaborating in Paliganj the 
collaboration of Gandak CADA was also enlisted. The ad hoc sub-DLC and 



VLC did function all the same and the FO renovated some of the damaged 
channels and some desiltation of canal bed was also done prior to kharif 1993. 
There was effective collaboration in water distribution also. 

The project was taken up as a replication of Paliganj and has not worked. The 
reasons are varied. The ARP team did not make a discriminatory evaluation of 
the location of this project. The system is in a high rainfall area, the main canal 
has no shortage of water, and CADA has invested in further improvements. 
Farmers are accustomed not to invest in the maintenance on their own. 
However, problems that need greater FO involvement are siltation leading to 
short discharge, reaching water to tail-ends and over irrigation resulting in fall 
in productivity. This will require more intensive work programme addressed to 
problems of water-affluent area and approach, perhaps, through agricultural 
improvement route. 

Command Area Development Authority 

The CADA programme in the state is governed by central government 
directives. The authorities have been organised in four major irrigation 
commands in three out of five agroclimatic sub-zones. Kiul-Badua-Chandan 
CADA is spread over three major irrigation systems. The CADAs are linked. 
with agricultural development, and Minister of Agricul ture has them under his 
charge. Productivity increases and better returns through OFD work, better 
water utilization, adequate input application, extension of agriculture technology 
and post-harvest activities at farm level are its charges. 'The statute relating to 
CADA has an enabling provision for greater involve~nent of farmers. There is 
no specific mention of FO as such. The priority to organisation of farmers, its 
prornotion for better water utilization and assu~nption of water management 
responsibility by i t  was initiated only in 1984 with the Central WR Ministry 
approving pilot schemes for the same. CADAs in this state also initiated some 
effort in this directi.on. However, the progress and experience is nominal. An 
evaluation by AFC of all the four CADAs between 1989 and 1993 has not 
provided inforination on this aspect. The available information has, however, 
been cornpiled and is provided in Table 6. 

A brief study of farmers organisation in Gandak Command Area Development 
Authority was prepared. About 41 cooperative irrigation societies have been 
registered within this command under Bihar Cooperative Act. Out of them 
only about two are functioning at present at various levels of performance. 
Even in respect of the functioning societies there have been episodes of 
discontinuity ascribed largely to the lack of interest taken by the line agency. 
It was also experienced that CADA functionaries alone were not able to handle 
the critical problems of water delivery. The role of ID was crucial. In fact, 



there has been no formal management transfer. The control of Minor turn out 
was never made over to FO There is no MOU defining the obligations of 
parties. In the CADA, if FOs are to remain functional the need for a tripartite 
memorandum of understanding between ID, CADA and the FO is indicated. 

Table 6 
FOs in CADA 

I 

CADA FO Formation Active/ Reasons for 
Year Dormant indifferent performance 

Gandak 4 1 1987-89 2/38 1.  Insufficient leaders 
Sone 14 1993 Not 2. Attitude of Line 

operational agency 
KBC N.A. N.A. N.A. 3. Lack of motivation 
Kosi N.A. N.A. N.A. 4. Lack of clear policy 

5. CADA dependency 

The farmers organisation in CADAs have been very receptive to collaboration 
in construction. However, once the construction phase of OFD was completed 
the leadership of the FO became in-active. Sophwa Minor saw the  promotion 
of FO in  December 1978. After remaining dormant, it was again revived in 
May 1987. However, the FO was looking to Gandak CADA for funds even 
to repair damages and in its absence, it is again not functioning. The youngest 
FO in Marwah Minor was registered during 1989-90. It could not become 
operationally effective since the line agencies adopted an indifferent attitude. 
It was found that farmers have shown initial enthusiasm in forming societies. 
However, this enthusiasm was not sustained for undertaking operations, M&R 
and internal resource mobilisation for the same. There has been productivity 
increases where FO started functioning. That was still not adequate to sustain 
them in spite of actual reduction in production after FO ceased to be active. 

The sustainability of the FO was found to be directly related to dependable 
water supply. The dependability of supply was related to the higher level 
system. The second most important element was the quality of leadership 
generated in the farmers organisation. The construction phase throws up self- 
seekers also and that was found to be the case in some of the societies. The 
third element was the quality of leadership provided by the field functionaries 
of the line department supplying water. The final point was a system of 
monitoring of performance for introducing discipline within the FO and the line 
department and also an appropriate system of communication between them. 



Perhaps a minor which has command area of a little more than 200 hectares 
was small for the kind of interaction required between the line department and 
the farmers organisation. Its bargaining authority was limited and confined to 
CADA for technical advice and -subsidies for OFD and agriculture development 
activities. It was also not possible for CADA to promise stable finances through 
sharing of the water rate that is being forced in the ARPs. CADA, without the 
direct authority of the owner of the system, has proved unequal to the task. 

A comparative sheet on the study of half a dozen FOs functioning under CAD 
programme is in the Annex G. The reasons for the collapse of these societies 
vary in detail. Two factors, however, remain prominent. Firstly, the societies 
were not able to generate effective and dedicated leadership that saw its job as 
more than merely establishing link with CADA. Secondly, the ID as the owner 
of the system did not own these societies and did not give the support required 
for sustainability. The answers to these problems would lie in organisational and 
procedural changes that secures the recognition and support of ID on a 
continuing basis. A rethinking on a major reorganisation of irrigation set up in 
the state providing for unity of command is necessary to achieve a consistent 
policy package for farmers managed irrigation system. 

Minor Irrigation 

The state government has so far transferred 677 large tubewells to village 
p;~nchayats. This is roirghly 13 percent of the total number of such tubewells 
in  the state. This poor oiilcolne has forced state govern~lient to authorise 
transfer of the tt~bewclls to tht: FO of users also. However, the modalities of 
FO for~nation, legal status and the system of operation of agreement between 
the FO and governnlent has not been spelt out. Officials appear to be reluctant 
to take action for the following reasons: 

Tubewells require dependable supply of electricity which is probleinatic 
in Bihar at present. 

They are suspicious that the panchayats will not be able to finance the 
running of the tubewells. 

The authority for fixing and realising water charges has been vested in 
the panchayat without any limitation. There is an obvious reluctance for 
them to engage in this activity. They have no experience in managing 
any resource raising exercise. 



Most tubewells are lying inactive for a number of years. The panchayats 
are not confident that they would be able to revive and run them when 
the government failed. 

Two hundred and forty-eight lift irrigation schemes have so far been transferred 
to the panchayats out of a total 2080. Problems siinilar to those in case of 
tubewells have appeared. Lift irrigation schemes are in areas of poor 
productivity. The river system are not perennial and multiple cropping is not 
possible everywhere. An in-depth study of management transfer implications 
is called for. 

In the case of these minor irrigation schemes, the decision of government was 
taken without first creating the infrastructure for the local authority or for user 
FO to take over these schemes. There was also lack of adequate time to build 
confidence amongst the proposed management group in undertaking the task 
and running these enterprises. The line department field functionaries are also 
not keen on such turnover and the district collectors have difficulty in 
discharging this responsibility. A general policy of management transfer or turn 
over would seem to be inadequate to meet these requirements. The result, 
could, perhaps be different if efforts were simultaneously made to organise 
farmers, to make them work in partnership with the minor irrigation 
bureaucracy and then to turn over these schemes to local authorityluser groups. 
The modalities need to be worked out in the light of field conditions, farmers 
views and management problems specific to these schemes. 

The MI Department is directly managing a large number of flow irrigation 
schemes. These are community schemes of less than 2000 ha commands and 
were expected to be managed by the beneficiaries. The beneficiaries were 
expected to pay part of the capital cost to government. None of these 
stipulations have been met. However, the schemes are in poor shape since 
repairs and maintenance are not satisfactory and farmers cooperation is not 
forthcoming. This should call for an organisation building approach as emerging 
from this report. 

The Bihar Panchayat Raj Act (1993) provides for transfer of all MI schemes to 
local panchayati raj authorities. The MI Department has proceeded to comply 
with this since it is the constitutional mandate. However, PRI would face 
problems similar to that of government. The resources at their command may 
be smaller than with the state government. An approach to FO management 
for PRI to consider and operate needs to be evolved. The outlook is for the 
PRIs to work with FO for a more efficient and economic use of water in MI 
schemes. 



NGO - FO Group Tubewell Management 

A number of NGOs took up irrigation development programme in Bihar after 
the disastrous drought in 1966-68. Most of the work was confined to open 
wells and tank programmes. Some of the programmes were in  providing deep 
tubewells. A more successful programme was undertaken by Vaishali Area 
Small Farmers Association (VASFA) which selected 14 villages in two adjoining 
blocks of Vaishali and Saraiya in north Bihar. Subsequently, this association 
helped 15 more associations which came up in the districts of Vaishali, 
Muzaffarpur, East Champaran, and West Champaran all falling within the GCA 
of the Gandak irrigation system. A case study of VASFA is in the Annex H. 

VASFA did not receive any support directly from the government budget. I t  
received funds from Freedom Froin Hunger Campaign India (FFHC) and its 
silccessor bodies who mobilized donor assistance from foreign NGOs. I t  also 
availed of bank loan for putting up group tubewells in the area. The work was 
initiated by FFHC headquarters through a volunteer deputed in the area. He 
prepared a feasibility study and carried out extensive discussions with the local 
farm leaders. Since most of the farmers in the area were marginal. a consensus 
emerged that only group tubewells will be feasible and marginal farmers should 
be entitled to be the me~llbers. 

The preparation of ground proceeded by organising group meetings in the 
villages as also general meeting in the area with the broader objective of 
qricul t \~re dcvclop~nent and food ~>rcxiuction. The process csontinued for more 
than a !car. The VASFA wiis finally registered in  1971 1111der the Societies 
Registr;ition Act. Aftcr its registration, a central FO proceeded to identify 
villages and the groups of  farmers who were willing to join the group tubewell 
i .  The 14 vill;~ges contributed approximately 700 me~nbers and 36 
group tubewells emerged in the process. 

Organisational Set-up I 

VASFA has a 3-tiered organisation of land owning members which were the 
original ~lle~llbers of the titbewell co~nmittees. The tubewell was to be run by 
a group of three persons constituting the Informal Tubewell Committee. Two 
of the members namely the group leader and the organiser were directly elected 
by the members whereas the third one namely the tubewell operator was 
nominated by these two. A group of about 12 tubewells falling in four to five 
villages were clubbed to form a zone. An informal executive committee of the 
zone consisted of all the group leaders and was headed by a chairman. The 
chairman of the zonal committee was, however, elected directly by all the 
members within the zone. There was no registration of the tubewell committee 
or the zonal committee. Finally, there was the VASFA executive committee 



composed of the chairmen of the three zonal committee becoming the vice 
chairman, a treasurer nominated by FFHC/ PADIIC APART all group leaders 
of tubewells and headed by a chairman. The chairman was, however, directly 
elected by all the members. Thus the only one formal Association was 
registered and all legal authority were drawn by other two levels by virtue of 
being member of VASFA. 

Functions 

The core function of VASFA was irrigation, at least initially. However, i t  is an 
organisation for improving the economic status of the small and marginal 
farmers through farm and off-farm activities. It has taken up a large range of 
activities that will help integrated agricultural development programme and assist 
improved incomes. In the process, perhaps because the expansion was at an 
early stage, performance of irrigation itself has suffered to some extent by now. 

All the same VASFA had succeeded in promoting 15 more organisations 
functioning on the pattern set by i t  and they are all surviving. The sustainability 
for more than 20 years of an organisation of small and marginal farmers is a 
remarkable achievement. There are adequate lessons in  the potential of the 
farmers organising and managing their functions, their eagerness to built their 
capability and the comrnitrnent to improving their economic and social status. 

Lessons Learned 

VASFA is not a government management transfer experience. However, it is 
a remarkable achievement in which a government-sponsored organisation 
supported the creation, the consolidation, the extension of farmers organisation 
for developing and managing its imgation system and irrigated agriculture. 
Leadership selection was the more creative undertaking and it has been proven 
by now that availability of good leaders can alone make the success of farmers 
organisation. Another lesson is that the work once started should not be taken 
as the end of the organising process. 

Motivational efforts for sustaining the organisation are as important as creating 
it and training in management as also attitudinal changes can alone keep the 
organisation healthy. A very important lesson is that a stable source of finance 
can keep the activities going. Farmers are good contributors of money and 
reserve is always required. Building an initial capital to function as a revolving 
fund or to generate a regular income for supplementing farmers contribution 
helps sustainability. Too many formal tiers of organisation are superfluous. The 
macro level organisation as an formal unit is able to get better cooperation frorn 
its lower units rather than the other way round. 



Outlook 

Organisations were initiated and organised in an era when the development 
philosophy was different from the current liberalisation phase. The system has 
undertaken a major review of its activities so far so as to chart out its course for 
the future. This would recommend a periodic evaluation of the totality of the 
philosophy, objectives, functions of farmers organisation for it to face up to 
newer challengers that appear from time to time. 

VASFA is essentially a farmer organisation. It is treated as an NGO since it is 
not a limb of the government. As an organisation, it has been the example to 
others and it has developed infrastructure that helps other such organisations. 
It retained the initial volunteer introduced as an honourary consultant. It has 
by now developed infrastructure that goes beyond imgation. Possibly all FOs 
are NGOs in one sense. VASFA experience does provide an insight into the 
capability of farmers to organise and manage imgation which ultimately leads 
to wider concept of irrigated agriculture. It also provides an example where the 
land owners have subsequently admitted landless labour into the membership 
of the organisation and added the creation of off-farm activities to its functions. 
The core function of irrigation still remains its trademark but imgation had been 
the means for a wider perspective of the role and function of farmers ' 
organisation. 

Organisational and Procedural Changcs 

Organisation and the structure of irrigation set up is a creation of the nineteenth 
century. Its functions and activities have changed substantially and expanded 
considerably . The legal frame work, the rules, the operational circulars, the 
forms, the inspection procedures provide for a high level of bureaucratisation 
in an era where irrigation service has reached the farm-gates. All the details of 
the emerging co~nplexities could not be explored since an ARP on OPC could 
not be implemented. This section confines itself to issues that the organising 
team faced and that were the organising team faced and that were articulated 
by the farm leaders in the course of the organising process. In the farmers 
camp of Paliganj held in April 199 1, the need for organisational and procedural 
changes were specifically recommended to government. 

Subsequently also rigidity of tendering system for award of work, authority to 
change water rotation, permission to desilt and repair canals have created as 
many irritants. There is lack of formal as well as informal means of group 
interaction between canal managers and the water users. Present grievance 



management system has outlived its utility because of the volume of work and 
level of cent realisation. All these issues are capable of solution only through 
structi~ral change in the relations between the system and its users. This section 
lists the problerns faced at the field levels though solutions lie in changes at the 
field as well as t he head quarters level. Since managenlent transfer has no1 so 
far taken place in the state the area covered is the ~ i i i n i ~ i ~ u ~ n .  

Policy Awareness 

The line functionaries were found to be as much sceptical about the outco~ne 
of the whole exercise as the farm leader initially. This was due largely to a lack 
of clarity in policies, strategies and instruments regarding farmers organisation 
management. No one in the field was aware of the directions of 1987 National 
policy in this regard, since the policy announcement was not followed up with 
any operational instructions. ID functionaries were not assigned any specific 
tasks for putting that policy into practice. Even ARP was taken merely as an 
externally-funded experiment with no immediate consequence for the work of 
ID The major task, to persuade the ID functionaries about the importance of 
FO in irrigation management in terms of that policy, has remained 
unirnplemented. 

The task was not easy. The state ID had issued instructions during 1986-87 to 
form farmers committee of a consultative nature at all operational levels of 
water distribution. This was not given the attention and urgency required 
perhaps due to absence of adequate monitoring mechanism for follow-up action 
by the field formations. The state government has now announced a state water 
policy in May 1993 as a follow up to the National water policy 1987. FO 
involvement in water management is an important component of this policy. 
However, no operational instructions have so far been issued. There is lack of 
awareness in the field about the action to be taken and their role in it. This was 
reflected in indifference to this part of the policy and was a great handicap in' 
pursuing the ARP activities. 

In terms of strategies and imple~nentation procedure irrigations departments, 
both major-medium as well as Minor as yet unprepared. The co~n~nittees 
formed to monitor the progress of present study has already brought this to the 
notice of higher secretariat authorities. However, there was still no effort at 
working out an operational circular and regular lnonitoring mechanism to 
promote and pursue FO work. 

The performance of CADA under the centrally sponsored pilot project has 
already been noted. Even where FOs have been forlnally registered, they are 
not involved in canal operation, maintel~ance or water rate collection. The 
pcrforlnance so far has not created an  environment for a wider movements for 



operationalising the intents of the National Water Policy (1987). The task is 
not related to that policy since an integrated approach by WRDand CADA was 
not visible on the ground. This duality of owner-manager of the system and the 
CADA does not seem to work. -The owner of the system alone was recognised 
by the farmers for their water delivery and distribution. The separation of the 
two in the field would seem to have outlived its utility. 

Organisation 

The Sone system does not have minors and water courses as defined for 
assessing potential and constructed in newer projects. Village channels take off 
from the distributaries. Paliganj Distributary with a GCA of 12,000 ha and 
cropped area of 6,000 ha was the charge of a junior engineer. In due course, 
an Assistant Engineer and four junior engineers with supporting staff have been 
added. The overstaffing at this level has increased costs without adding to 
efficiency. The farmers openly attributed ineficiency and deterioration of the 
physical works to indifferent staff response. This has only the reduced funds for 
physical maintenance and calls for a change. 

Even more serious was the gradual erosion of the process of interaction between 
the ID functionaries and the irrigators. Grievance management was at a 
discount. There was an attempt at blame throwing on one another on the part 
of the two partners in the enterprise, namely ID staff and the irrigators. The 
WALMl team undertook the task of restoring trust and transparency in  this 
relationship. I t  also tried to bring about lateral communication. Thus, officers 
from Executive Engineer downwards became part of the regular meetings for 
evolving operation plan as well as resolving water conveyance and distribution 
problem. Higher level fi~nctionaries also contributed to this process. 
Restoration of this interaction has subsequently helped the formalisation of FO 
and its sustainability so far. The FO was found to be more than ready to 
reciprocate. 

Between September 1992 and July 1993 a vacuum from absence of donor 
support for the FO activity appeared. As the ARP made progress, the Line 
agency continued to highlight only the shortcomings in the functioning of the 
informal FO. The positive contributions were ignored. The FO would have 
done better with selection and posting of officers of the right aptitude from the 
large cadre of the ID Such officers are available. Adequate training for 
attitudinal changes was also found to be lacking. The implementation of 
management transfer policy would be helped by commensurate changes i n  the 
personnel policy as and when required. This is a new kind of work and a 
personnel policy to suits its interests was sorely felt. It was fortuitous that some 
of the field officers did commendable work but there were more cases of 
indifference. This problem cannot be ignored. 



An organisation that is busy safeguarding jobs and farmers harassed in  dealing 
with the many functionaries was found to be harmful to water utilization policy. 
A more compact organisation, charged with responding to an increasingly 
assertive FO and staffed with engineering and non-engineering manpower with 
co~n~nitnient and niotivation towards this objective was repeatedly brought in  
focus. 

Legal and Procedural Problems 

The fact that the Bengal Irrigation Act (1 878) did not specifically provide for 
structured users group approach was repeatedly raised at all levels of the ID 
field bureaucracy. Management transfer was being implemented in  MI schemes 
without any specific law. CADAs were also undertaking such activities in  the 
major river coinmands. It was pointed out by senior officers of ID that legal 
weakness could create problems for the government accountability both 
executive and legislative. The joint application for water would appear to be a 
short-term device to overcome such a lacuna through amendments in the rules. 
Ultimately, the irrigation act itself will be required to be brought in line with the 
national water policy commitments. This will remove the kind of doubts 
repeatedly raised and the lukewarm support given by the proposed restructuring 
of irrigation administration through FO Any structural change would, in  many 
case, need rnajor changes in law since the present structure/organisation and 
functions is part of the irrigation law and rules enforce. 

The FO did not have serious doubts of this nature and showed total 
commitment to improving management based on a workable MOU with ID. Its 
principal worry was the risk of undue interference by ID functionaries in day to- 
day affairs concerning O&M. There has been no occasion so far to test if 
absence of a straight forward legal framework for FO would create serious 
problems in operations of FO. The CADA experience does indicate, however, 
that this was so in Gandak CADA even when it was headed by a senior 
irrigation engineer. 



The budgetary and financial procedures were found to be injurious to O&M. 
Year after year, funds were made available for repairs but could not be used 
due to tendering procedures, and delegation of powers. Allotment of work by 
nomination is not avail- 
able. FO could have 
been of great assistance 
if they were given the 
task without tendering 
formalities. In one 
instance, it was tried in 
Paliganj and was found 
to be cheaper with 
better quality of work. 
Because of changing 
cropping pattern and 
the limited closure 
period of canals, the 
need for simplification 
of the procedures has 
been sorely felt. FOs are 
waiting for such a 
change 

However. it was found that ID functionaries cooperated in  FO carrying out 
essential repairs on their own. 'Thus even without formal turnover, voluntary 
labour and ad hoc cash contribution have led to better upkeep of the syste~rr 
and improved delivery of water. A change in financial procedures may thus 
generate greater interest in  systems improvement as jointly agreed to between 
ID and FO. Joint management of budgetary allocation for O&M frorn the 
initial stages was found to enhance mutual understanding and self-confidence of 
FO in developing competence in fund management. 

I n  the absence of formal turnover, the volume and complexity of administrative 
procedures have not been put to test yet. However, considering the nature of 
FO and its commitment to cut down bureaucratic functioning and paperwork, 
a through re-examination of these procedures would be worthwhile. This will 
have important bearing on sustainability since FO executives may be reluctant 
to spare too much time for managing volumes of paperwork, or catering to 
demands of too many reports, returns, andd forms that have no relevance for 
efficient operation of the system. 



Emerging OPC Issues 

The management transfer policy would indicate a major structural change in the 
present framework of law, rules, administrative structures and procedures of 
work. This will require a reversal of over centralisation and excessi\le 
bureaucratisation trends of the past. The ID functionaries were prone to raise 
serious doubts if the FO would be able to manage the cornplex systern. Tlie 
local authorities, namely the panchayats, have expressed reluctance in accepting 
transfer of lift irrigation and tubewell schemes from doubts about possibility of 
success where government engineering establishment failed. 

The proposed structural change has to proceed from this failure of the present 
system. The policy commitment has to be more firmly rooted and its 
implementation positively monitored. The farmers were clearly frustrated by 
the doubts raised about their commitment and competence to manage systems 
where their interests are directly linked. 

The authority for such a change process does not lie in the field. The field 
organisations today are dependent on the headquarters for guidance as well as 
monitoring. The farmers in the ARP came in contact with the top-most 
engineers as well as the minister for positive thrust to their activities. The 
process of formalisation through MOA and MOU was expedited only when 
committees at the level of the secretary of WRD and engineer-in-chief were 
established. This framework at the headquarters would be necessary for pushing 
the work further. The farm leaders and FOs are happier to be involved in the 
change process at the level that determines the quantum, the quality and the 
pace of that change. 

The owner and the managers of the system, WRD and the MI Department, are 
the ones to bring about the same. Simple government orders as i n  case of lift 
imgation and state tubewells do not work. Failure of such orders may 
strengthen the trend towards a reversal of the policy itself. The managers role 
is material. They seem to harbour doubts about the impact of the policy on 
their powers as exercised so far, on accountability, and on the volume of cadre 
to which they belong. Early answers are presently not needed. These art: 
recumng issues. In fairness it was found that a fair number of managers see no 
alternative to the proposed management transfer. They did not consider the 
present system of dealing with individual irrigators workable. The new 
institution building approach has genuine backers amongst the system managers. 
There is clearly the need to tap that manpower and to put them on the task O F  
organising farmers for management transfer of distribution system. The needed 
infrastructure of incentives and training needs to be strengthened to that end. 



Human Resource Development 

In the course of carrying on intervention towards participatory management, the 
need for training in skill development as well as attitudinal changes was felt. 
WALMI, Patna was already conducting training programmes for assistant and 
junior engineers. The content and the style of the training programme was 
enriched from the experience in the field reflected in farmers perception how 
bureaucracy should function. The demand of joint management with FO 
became important ingredient in conducting these training programmes. It has 
to be noted, however, that WALMI has not been able to develop so far special 
training modules foe irrigation functionaries addressed to farmers managed 
imgation system. No joint programme for ID functionaries in the field and 
farm leaders have been organised. 

As time passed the need for interaction of the farm leaders amongst themselves 
and with WALMI team appeared. Shorter period training program was 
organised for them. This was based partly on the requirement of the farmers 
as expressed by them. As the possibility of turnover appeared, they specifically 
wanted training i n  the management of FO and in accounts. Thus, the felt need 
of FO started influencing the core content of training programmes. 

It was becoming clear that participatory management of irrigation required a 
participatory management of training programme. Farmers needs and 
perceptions had to be taken note of their experiences and problems adequately 
answered. local variations i n  social and economic spheres had to be analysed 
and addressed. The experiences of training organised required to be properly 
tabulated so that its updating was taken up from time to time and i t  remains 
relevant under fast changing situation. Ultimately, a three-tiered training system 
has emerged. namely, WALMI training for selected FO fi~nctionaries, DLC 
participatory diffusion of learning process among VLC leaders, and final on job 
training in  skilland management for all those involved in  the task. This has to 
be properly classified and formalised after more experience is gathered. 

The courses organised at WALMI headquarters for farm leaders for the ARP 
areas are given in  the Table 7. WALMI is not involved in training for MI works 
management or for CADA. There is, thus, a grave risk of material differences 
in  the contents and the style of training. An integrated system for development 
of training module, research in training methodologies, extension and diffusion 
of training in the field has been found to be a clearly established priority for the 
state. 

The organising process has established the need for motivation and every step 
and stage in the building up of FO. This is merely the initial stage come priority 
areas for training were indicated by FOs in Paliganj once it  was clear that 



government was moving towards management transfer. Capability building was 
another important ingredient in  the expansion of functions of FO The fir11 
implications of training in skills and managerial capability is yet to emerge. 
Finally, actual management transfer has not taken place in ARP areas. 
However, VASFA and CADA experience would indicate that regular process 
of updating of knowledge and renewal of contact with organisations working in 
irrigated agriculture, is called for. Thus, the full agenda of HRD for F(3 
managed irrigation system is yet to emerge. 

Important Issues 

The experiences related so far have thrown up some general issues. These 
issues do not seek any immediate resolution. The purpose of underlining them 

Table 7 
Training FO Officers 

- 
Year No. of No. of VLC Main Subjects 

Training Members 

989 1 22 Modern irrigation practice and agriculture 
techniques, Participation of Farmers' in 
government managed irrigation system and 
need of FO for irrigated agriculture. 

Water management system Warabandi ant1 
Micro level planning for proper irrigation. 
Methods of seed production and processing 
and storage of seeds. 

1992 7 167 Successful management of VASFA. 
People's participation. Human Resource 
Development/Community organisation. 

here is very simple. They are prone to raise controversies which at some stage: 
can raise doubt about performance of FO managed system. The position 
should not really be so. Shortcomings so appearing have to be dealt with 
promptly and not become the cause for passing snap adverse judgement on the 
program me itself. 



Sustainability 

The experience and observations recorded. here span a period of mor than two 
decades of efforts towards farmer managed system. This is different from the 
philosophy of turnover that have received larger currency in the decade of the 
80s. The experience so far of turnover has been on a small systems which are 
in  the nature of comnlunity irrigation projects or very small segments of large 
project such as a minor. Turnover itself has been used in  different connotations 
ranging from ownership to a process of joint management. In the government 
managed systems in India, ownership transfer has not taken place. Management 
transfer has taken place under a new legal instrument that makes the FO a 
subordinate unit of the line department. The sustainability of FO effort has to 
be seen in this context. 

VASFA and its sister associations have survived more than two decades. The 
length of survival is an adequate measure of their sustainability . They have now 
taken a major review of their performance, so as to adjust to the demands of 
changing development philosophy, changing rural scenario in  their command 
and the demands of their members. This review may bring about a qualitative 
change in the structure, functions and the composition of the associations 
originally designed. Thus an element of periodic adjustment to changing 
situation is another important component of sustainability. A serious problem 
faced by these organisations is in the field rural leadership. The structure of 
leadership has emerged as the most critical factor in sustaining the various levels 
of organisation. The leaders tend to become disinterested or their quality 
deteriorates. Simultaneously the process of renewal or replacenlent is thwarted 
by inaction or obstruction. The fourth important element determining 
sustainability is in terms of quantum and the quality of services to improve the 
income and social status of the members. That is also an incentive for growth. 

The CADA experience is very limited. I t  has to be noted that CADA could not 
transfer management of a system of which it was not the owner. I t  promoted 
societies which did not enter into contractual obligations with ID. The lack of 
interest and support from ID local functionaries was a major factor in  turning 
the societies' dormant. A legal status for operating a system is an important 
ingredient promoting sustainability. CADA mandate provided for land and 
water development to support newer technologies of production. 

In  the process a host of subsidy linked programmes were undertaken. CADA 
undertook to construct even the field channels where farmers did not do so. 
The farmers accepted their roles as one of accepting government. aid in 
increasing measure. They were not exposed to the concept of mobilising 
resources for maintaining the assets created, for undertaking activities for which 
government funds were not available and for building organisation. Financial 



viability is an important element in sustainability and that was ignored in this 
experience. 

The Paliganj ARP experience has now been sustained for five years. The 
episode of discontinuity between September 1992 to the middle of 1993 did 
not bring its work to halt. The important precautions built into process of 
organising included: 

creating awareness about the inability of the government to provide 
funds for the programme 

building of communication between the system manager and the system 
user 

participating in operation of the distributary which had no monetary 
implications to start with 

motivating the farmers to resource mobilisation for maintenance 

establishing a system of internal monitoring which could promote 
effective leadership at all levels of the organisation 

The Paliganj message has been that farmers have to organise to get better 
services by mutual accommodation and removal of inter-village rivalry. ID can 
give them management of the system but they may not be able to provide funds 
on a continuing basis for normal maintenance. An important componerlt 
appearing in the process is the organisation's bargaining power with ID. That 
effectiveness willcome by the organisation remaining active at all levels, by their 
democratic functioning including renewal and replacement of leadership and by 
adjusting the functions and activities for the members to consider the 
organisation as relevant. These democratic values are an important ingredient 
for sustainability. Once they are undermined, the organisation will becorr~e 
under dormant or will disintegrate. 

To sum up, the following critical factors would seem to be kept under close 
watch for promoting sustainability: 

length of survival with performance of assumed responsibility 

adjustment capability to face newer challenges and changing financial 
and managerial scenarios 

the quality and structure of leadership 



the evolving quantum and quality of functions and services to be 
responsive to members demands 

A formal legal status for authority to deal with members and Line 
agency functionaries. 

financial viability 

competence and effectiveness in performing bargaining role with ID and 
other concerned agencies 

responsiveness to democratic values in the conduct of the affairs of the 
organisation 

Replication Experience 

The expanding programme of FO with irrigation objective has to explore means 
of spreading the process rapidly. Replication provides the modality of 
transferring the process and the product from one area to the other or from 
one system to the rest. Bihar experience covers replication of the VASFA 
model in  group tubewell, CADA model of outlet cum-VLC, and the current 
ARP model of Paliganj being tried in  three other areas. 

VASFA experience replication has been a success so far. Fifteen are in 
operation. All of these are in  the same agroclimatic sub-zone and fall within the 
command of Tirhut main canal of Gandak project. The project commands 
were very small and manageable. All of them were born in a development 
environment where technical, advisory, and financial support was available from 
FFHCtPADItCAPART. They worked in close collaboration with state 
agriculture and irrigation authorities. No clash between the two have been 
reported. Thus replication was possible because of similarity of agroclimatic 
situation, socioeconomic structure of participating groups and, positive attitude 
of the state extension authorities. 

The CADA activities were based on a central pattern. A uniform model was 
proposed for all the irrigation commands. It did not adequately .appreciate the 
impact of differences in agroclimatic situation, socioeconomic composition and . 

the overall development environment in the different projects. Basically, i t  was 
not the experience in replication but uniform application of a single model. It 
has not worked. 

In Bihar, ARP in the Paliganj Distributary was started in 1988. Other three 
ARPs followed subsequently. The Paliganj situation was similar to that in 
Garachoubey in the same irrigation system. Asarganj also falls in the same 



agroclimatic sub-zone. Even though the distributary receives water from the 
canal taking off from Badua reservoir, the flow is supplemented by tapping local 
streams with community help. Generally, the present indications are that the 
Paliganj pattern will work. It does not seem to work in Jamunia in the Gandak 
command. The reasons are: a different agroclimatic sub-zone, sufficiency of 
water, greater dependency on the subsidy programme of CADA and, possibly, 
other institutional factor. The conclusion from this replication experience is that 
one model cannot suit all major projects or agroclimatic zones. 

The Bihar experience indicates that replication of any model had to be 
approached cautiously. In a large state which has five agroclimatic sub-zones, 
there will be more than one model and more than one approach to farmers 
involvement in imgation management. The work has to proceed on the basis 
of a thorough study of the agroclimatic as well as socioeconomic factors 
influencing the pattern of work, specific considerations that have influenced the 
relations between the system managers and the farmers, prospects of immediate 
benefit to the farmers and the activity that will bring that benefit for the start 
up of the process. Replication should not be taken as the means of 
universalising a success story here and there. The process of replication willpick 
up on the principal route taken in model building but willhave to make changes 
that makes a model adjacent to the requirement of a given system or area. 

There is a vital difference between replication and diffusion. Diffusion of a 
model in terms of process as well as product is essentially in contiguous area. 
It is a natural process of expansion of area. Replication is to an extent a 
transplant in a different area, in a different system and requires modifications. 
Any strategy of large scale promotion of FO and their involvement in irrigation 
management has to be built on these realities. 

FO Jurisdiction 

The government managed systems in Bihar proceeded on the basis of outlet 
cum-VLC supplemented by a minor level organisation in some cases. The 
choice were dictated by the general government instruction which was 
applicable to all the CADAs throughout the country. Deviations were few and 
far between. The government has tried to transfer large tubewells to users' 
organisations. During 1955-56, some 40 tubewells constructed by the 
agriculture department were transferred to sugarcane growers cooperative FC) 
in the command of Bihta sugar mill. State government had to take them back. 

Subsequently, government continued to expand state owned tubewells with no 
programme for transfening it to group ownership or management. Now., 
government has taken a decision to transfer management to village panchayats 
or to user groups. However, it is not clear if any organisational design has been 
conceived for management of these tubewells. The VASFA model can be tried. 



A single tubewell may not, however, be a viable jurisdiction for an organisation. 
An area approach may ultimately evolve. There is no experience so far in 
respect of transfer of minor irrigation flow schemes. A number of these 
schemes were constructed on the assumptions of farmers sharing the 
construction cost and managing them as community schemes. That has not 
happened. A comprehensive approach to the jurisdiction of an organisation in  
the minor irrigation sector is yet to emerge. 

Experiences in Paliganj and elsewhere have been variable. Initiative i n  Paliganj 
was taken at the distributary level. In Garachoubey the initiative emerged at the 
level of the branch canal and organising effort is proceeding on two 
distributaries of that branch canal. In Jamunia a sub-distributary has been taken 
up for the organisational work and in  Asarganj it is a distributary. The 
important point is that the decision about jurisdiction was left to the users. 
They identified the location of the problem which determined jurisdiction. In 
every case that location is a single control point which supplies water within the 
command of the area so decided. The hydraulic jurisdiction has been chosen. 
However, this has been supplemented by a recognition of the village cointnunity 
since inter-village water distribution and conveyance problems have been acute 
in the state. This experience shows that the choice of jurisdiction when left to 
the users themselves helps in cotning to the workable choice in which hydraulic 
considerations are dominant. 

A hydraulic rather than a territorial organisation is the more appropriate choice 
for jurisdiction. Within the hydraulic boundary informal organisations at the 
lower level, either smaller hydraulic units or the village or a mix of the two is 
possible. The choice should, once again be left to the users. Finally, a more 
powerful distributary committee should take command and organise as few 
lower level units as is necessary to improve water distribution and provide 
opportunity for higher income. 

Legal Framework for FO 

The question of legislative support for introducing farmers organisations in water 
management has been persistently raised. Bihar major irrigation is still guided 
by the Bengal Irrigation Act of 1876. It provides for group application for 
water but not for legally constituted farmers organisation. The group 
recognition was built on 85 percent of the members filing the joint application 
for water which has been subsequently reduced to 60 percent. It was possible 
to mobilise that many farmers during a period when much smaller number of 
tenants were receiving water from the canal. At present the number of 
tenancies have increased manifold and mobilising 60 percent of the farmers for 
every application in  a large area such as distributary is not easy. This was a 
basic problem with which the Bihar team had to contend. 



The amendment or replacement of a law is a complex and time-consuming 
process, especially when priorities are not well focused. The work was, 
however, not proceeding without legal sanction. In Bihar, additional irrigation 
rules have not been framed for all the new irrigation systems. The policy of 
management transfer of tubewells and lift irrigation schemes did not proceed 
from any special legal sanctions for the same. It was found that a policy 
commitment of government and the will to act according to that policy on the 
part of the civil services was sufficient condition for management transfer to 
FOs. The Bengal imgation Act also provides rulemaking powers. The: 
government could provide for farmers organisation to be given management 
transfer. It had, however, to fulfil the condition of at least 60 percent of the 
irrigators becoming its members. 

In general terms, legal changes are necessary. The state imgation laws are more 
than a century old. It must now address itself to new problems and new 
concepts of management. However, law alone is not sufficient condition for the 
organisational strategy to be implemented. Community preparedness to act is 
as important. Bihar has proceeded on that basis. The preparedness to take 
over a system is designed to put a pressure on the government to expedite 
management transfer. Both ends have to be guarded. The present law with 
minor changes in the rules will be sufficient for that purpose at the stage at 
which management transfer of government system is in the state. 

A major legal overhaul may be necessary as work proceeds. This will have to 
concern, itself, not only with the present level of management transfer but with 
vesting of the powers of canal officers in FO the present structures and tiers of 
organisation, composition of the management team at the divisional level as a 
comprehensive service set up for FO, rules for development and monitoring of 
conjunctive use sources and association of FOs with higher levels systems that 
continue to be under direct government management. The need for legal 
changes has been noted since the second Irrigation Commission suggested it in 
early 1970s. The bureaucratic response to proposed changes will definitely 
improve with a comprehensive legal basis for restructuring. 

Registration 

. Peoples participation has been an important element of the planning process in 
India in its implementation. Farmers organisations have also been promoted. 
However, formal organisation with a legal status have been largely thought of 
in terms of loaning requirements from the banks or other funding agencies. The 
experience in the state indicates that a formal organisation was necessary for a 
variety of reasons. Such an organisation assumes authority over its members 
legally and is the basis of its authority for dealing with the outside organisations. 



In the present case, the WR Department gains advantage by dealing with a 
representative body rather than much larger number of individual farmers. The 
legal entity allows WR department the flexibility to take legal action against it. 
This facilitates management transfer of assets as also conduct of monitoring 
transactions. The farm leaders were, therefor, clear in their mind that legally 
constituted organisation gives them a status as well as authority and bargaining 
power with the ID. It helps them establish working relations with development, 
research, extension agencies in their work and makes for expansion in their 
activities. 

The question that emerged was whether the law under which registration should 
be preferred. Bihar Cooperative Act was available. Single purpose cooperatives 
in a number of sectors such as sugarcane, dairy, fisheries and land and water 
management were available. The Societies Registration Act (1860) as 
applicable in Bihar also authorises registration of societies in agriculture and rural 
development sector. VASFA was registered under societies registration act. 
The Paliganj Distributary Farmers Committee have also got i t  self registered 
under the Societies Act. Garachoubey and Asarganj societies have decided 
similarly. The reasoning was that the functioning of the cooperatives known to 
the members did not attract them. They did not feel that irrigation 
management will give them lot of profits for sharing in forceable future. 
On the other hand, prospects of money making could harm the exacting service 
orientation, they have in mind for the organisation. The organisation has not 
shown much interest i n  institutional credit at present and are engaged in the task 
of local resource mobilisation. VASFA did make use of commercial bank loans. 
Cooperative credit is not the only option. They considered registration under 
the Societies Registration Act as appropriate. At present, i t  appears that this 
will be the pattern in Bihar in cases where FOs have the choice. 



Chapter 3 

LESSONS LEARNED 

These lessons are drawn directly from the experiences of the previous chapter. 
Bihar does not yet have any experience of final management transfer or. 
turnover. However. there are suggestions of expanded participatory irrigation, 
~nanagement i n  Bi har's future. 

Farmer Organisations 

FO efforts create a relationship of trust and mutual support between ID1 
functionaries and farmers and facilitate solution of problems in operation and 
maintenance. 

For far~iiers. tlie availability of watcr is a uiatter of' priliie concerli. Inadequate 
~iiaintcnance and T ~ u l t y  operation of the water distribr~tion system liavc seriously 
constrained walcr availabili~y for crops. The absence of regular and assured 
walcr supply forced far~iiers to i~iterfere wilh the physical infrastructure and 
with operations. Tlic line agency in  the study arcas failed to preve~it thc~ii. I n  
S I I C I I  a situation. tlic fitrnicrs bcca~iie the dc facto ~iial~agcrs o f  t l~c syste~ii. A 
participatory approacli pro~nises to reverse  his situation whereby far~iiers 
develop a stake in  tlie systc~ii and its olxrations. I n  Paliganj, ii drastic change i n  
attitude appeared only when joint ~nanagenient was introduced and the line of 
co~~imunication wilh tl~e ID restored. I n  three years. tlie area covered increased 
by niore than 20 percent and production by niore than 30 percent. 

Better communication and transparency, even without system improvement, can 
facilitate FO involvement in operation and maintenance. 

In the absence of effective com~nunication. different actors in the ~iianage~iient 
of the irrigation system are likely to entertain inaccurate notions about each 
other's position. The line agency blames the farmers' for ca!lsing obstructions 
in  conveyance. The farmers blarne the line agency for being negligent and 
impervious to their needs for water. When the two sides share their constraints, 
lnutual acco~nmodation leads to remedial action. This process of the 
identification of constraints helped partners act with a sense of purpose in  
Paliganj even during drought situation in 1991 -92. When the farlners and the 
ID established effective rapport, the farmers began to appreciate the problenls 
WRD faced. Subsequently. they decided to involve themselves in the operation 
of the system. niobilissd local resources. and undertook necessary bur minor 
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repair and maintenance work to improve in water delivery. This process 
facilitated the course of joint management. A similar process is taking place in 
Garachor~bey and Asarganj. 

Institutional mechanism forperformance evaluation can facilitate emergence and 
smooth replacement of competent leaders. 

I n  a programme seen to be launched by the government, the elite farrners and 
opinion leaders tend to grab the leadership positions. However, when their 
performance, directly or indirectly, starts getting evaluated by their constituents, 
they have options either to be effective in their task or to withdraw themselves 
from leadership. Both situations are conducive for the emergence of active. 
leaders. CADA cooperatives could not create such conditions. In Paliganj and 
Garachoubey, when the project was initiated, the wealthier and better educated 
farmers got theinselves indi~cted into the leadership role. Subsequently, when 
the questions about their perfor~nance arose some of the111 started involving 
themselves in greater measure. A few, voluntarily inade room for others whcl 
in their opinion fitted the bill. 

The distributary being the most convenient conveyance unit for farmers to 
come in contact with the ID bureaucracy, can be taken as the more appropriate 
unit for the jurisdiction of the FO. 

For the farmers the distributary is the most critical unit of conveyance. I t  is the 
dependability of supply at the head of the distributary that can guarantee supply 
to field outlets. Any degree of repair and maintenance at the lower level!; 
cannot ensure adequate supply of water if the distributary is in disrepair and is 
being operated inefficiently . The farmers in Paliganj Distributary focused their 
attention on the distributary. 'This produced a visible change. Water could 
reach parts of the lower systems which were in distress. 

Early emergence of an ad hoc macro level farmer organisation can accelerate 
the process of farmers themselves organising farmers at the micro/village level., 

Introducing short-term catalysts from outside the area to organise farmers has 
in-built limitations. 'They are not able to quickly assess or appreciate the politics 
and potentials of the community. When the farmers from a distributary formed 
an ad hoc body and took on the responsibility of organising farmers at the 
village level, the task was found to be speedier. However, the leaders of the 
'macro body' consistently undertook lnobilisation activities to facilitate an 
effective micro level organisation. In Paliganj, Asarganj, and Garachoubey. 
when the DLC members took on the responsibility of organising VLCs, they 
\yere able to do so expeditiously. At the same time when the DLC ~neiiihers 



organised intense preparatory activities, they were able to create more effective 
VLCs. Wherever such activities were not undertaken it had an adverse impact. 

Frequent and intense interaction between the VLC and DLCcan help invigorate 
the functioning of the FOs. 

The strength of the FOs would depend on the sharing of responsibility and 
resources of the different levels forming an FO This was seen in  the decision 
to keep the irrigation revenue share of the FO with the DLC but the additional 
resource mobilised with the VLC. Following from this, VLC were to undertake 
simple maintenance within their jurisdiction whereas DLC would take up more 
important inter-village maintenance work. DLC in Paliganj also took up a mid- 
term review of performance of VLC which helped many of them becoming 
more active. Some VLC chairmen changed in the process. This active 
democratic process is the essence that makes participatory management 
beneficial. 

FO capaci ty-building through informal involvement in operation and 
maintenance can help improve system performance and thereby accelerate the 
process of formalisation. 

Informal FO involvement in canal operation and maintenance helps the partners 
understand the constraints beset in operation. analyse each others difficulty and 
potentiality and make necessary adjustments before relations are for~nalised. 
This provides them the problems of canal capabilities and limitations. In 
Paliganj and other distributaries, such collaboration led to walk through survey, 
identified maintenance needs, prioritized them and provided voluntary labour 
and money to improve the system performance. The early flow of benefits to 
farmers and reduction of problems for manager created a fund of goodwill. 
This development gave the FO confidence to scrutinise and finalise the MOA 
and MOU of their choice and accelerate the process of formalization. 

Increased access to water for the lower reaches through FO involvement can 
help raise the level of confidence in the organisation. 

The main reason for the scepticism of farmers in  the lower reaches stems 
primarily from the uncertain supply of water to them under present 
management. When the FOs mobilised farmers and undertook operations this 
question received priority attention in every project. They were able to widen 
their support base. The people of Pansui village in the tail end of the Bharatpura 
subdistributary under Paliganj had virtually written themselves off as 
beneficiaries of the canal. For the last so many years water was not reaching 
them. Only when FO activities started did water flow down to their village. 
This development greatly inspired the villagers who reciprocated DLC efforts by 



organising voluntary repair of the canal. The persuasive power of organised 
farmers can change the water distribution equity significantly and so also overall 
production of crops and income of fanners. 

Awareness through FO activities tends to facilitate reduction in damages to 
physical distribution infrastructure. 

The minor distribution system has been subject to extensive damages from 
excessive grazing on banks, removal of earth from canal banks, encroachment 
of canal lands, scrapping of grass and thus removing protective layer of the 
earthen banks. The erosion of the ID authority along with extension of systems 
to cover up to one Cusec command had made the task impossible. The FOs 
in Paliganj, Garachoubey and Asarganj have already taken up the challenge. 
The protection of the canal infrastructure is being regularly emphasised. The 
Paliganj DLC have issued written appeals in this connection. There is positive 
reception to these appeals. A reduction in the level of damage is visible. 
Participatory management is able to force realisation that canal is farmers own 
asset. Continued effort in this direction may achieve results through social 
discipline what has become a receding possibility through legal and 
administrative coercion. 

The expansion of WALMI's role can help evolve newer approaches and 
methodologies for FO, OPC, and turnover. 

Evolving user friendly management strategies for irrigation is a multidimensionsll 
exercise. WALMI, as a facilitator, has played this role. In doing so, it requires 
to try several alternative strategies with flexible working situation and adequate 
financial support. This has been lacking and the future of FO intervention 
activities is uncertain after donor assistance closes. Similarly, the exercise being 
multidimensional, it would require functionaries with multidisciplinary 
orientation. The experience of the Bihar WALMI suggests that it has suffered 
on account of absence of autonomy, inadequate financial support and lack of 
multidisciplinary faculty. It is, for the present, an appendage of the large Water 
Resources Department. There is no regular source of finances available to it for 
conducting the required activities. WALMI was established to provide wider 
R&D as well as extension training expertise in the irrigation sector. It is ill- 
equipped to fulfil that promise. The added objective of the present exercise will 
also suffer unless this shortcoming is removed at the earliest. The state does not 
have alternative to WALMI to conduct these roles. 

Replicability can work only if specific conditions of systems have comparability. 

Even though experience is limited, some preconditions of replicability have: 
appeared. The North Bihar system in Jarnunia sub-branch canal has not 



responded to Paliganj model as Asarganj and Garachoubey have. Physical as well 
as social conditions are different between the two regions and they do not seem 
to have received adequate attention. Preliminary findings may indicate the 
agriculture development route to organisation with emphasis on water-crop 
relations, prevention of waterlogging, diversification to mixed cropping and 
flood proofing rather than water stress management. The nlix may differ 
further in the plateau area. This will call for a variety in models based on 
suitable technological and social interventions. A minimum of five ~nodels for 
the five agro-climatic sub-zones in the state may be required. More work is in 
the state may appropriately be studied. This would recommend a cautions 
approach to replicability . 

Improved finances for the system i s  key to sustainability and can be facilitated 
by empowerment of the FO. 

I t  has beconle increasingly difficult to meet the rising cost of syste~il 
maintenance. The farmers are not keen on contributing adequate s u ~ i ~ s  when 
they perceive bureaucratic organisation as excessive, fi~nctionaries based and 
unresponsive, and physical infrastructure ~naintenance poor. The attitude 
change is remarkable once they are niade a partner. Their clai~ii on governnient 
f i~~ids  liiay not have diminished but their wi llingness to ~nobilisc: adtlitional 
resources is surely seen in actual contribution to nlaintenance t~ot h preventive 
and curative. As greater responsibility isgiven to them, the incentive to share 
incre~llental i nconie for system i~nprove~~ient ,can increase. CADA experielicc 
started with subsidy and did not work in  the end. The ARP experience has 
stressed on obligations and appears to be working, even though in small and ad 
hoc measures so far. This has to be pursued since organisational sustainability 
and financial viability are like siamese twins. 

Organisational and Procedural Changes 

A clear cut administrative directive as a follow up of the national water policy 
and state policy on FO involvement can remove doubts regarding commitment 
to that policy. 

The action research programme experience in the state discloses the outlines of 
a relevant strategy to operationalise the 1987 national water policy. reiterated 
in the state policy of the Government of Bihar. There is, however, need for 
eIucidating the same, providing guidelines for initiating the participatory process, 
promoting organisation of the FO, helping formalise that organisation, assisting 
in operation plan formulation, trial and implementation and facilitating conflict 
resolution between the ID and the FO. As long as the ID does not take up 
seriously this task, assign functions to field officers and evaluate their 



performance in this regard regularly the national and state water policies will 
remain largely on paper. Efforts to disseminate policy commitment on the FO 
alone can generate pressure for the policy to be operationalised from the 
irrigators end also. 

Restructuring of the administration of the minor distribution system can help in 
facilitating better service. 

The present administration at the levels of minor distribution system is looked 
after by different agencies. Water Resources Department, looks after the entire 
distribution system of major and medium irrigation and flood control and 
drainage. At the very place conjunctive water development works are looked 
after by the Minor Irrigation Department as well as Rural Developn~ent 
Department personnel. In areas where CADA operates, CADA personnel look 
after OFD work. The same farmer or farmers organisation is to deal with all 
these personnel. This has not worked and needs a drastic reorganisation. In the 
changed scenario, the Water Resources Department functions will be to provide 
water, maintaining adequacy and timeliness at the head regular of the 
distributary. Similarly the field channels, if at all constructed, have to be 
modified and looked after by the Farmers Organisations to enable them to draw 
maximum benefit. The role of the Minor Irrigation Department, CADA, and 
the Water Resources Department will change. They have to facilitate the 
proper functioning of the FO in respect of all works within its jurisdiction that 
has a bearing on water allocation, distribution and delivery to individual fields. 
Field administration and structure have to respond to this reality if the desired 
benefits are to accrue. 

Proper changes in rules and procedures for involving voluntary agencies in FO 
formation as well as for taking help of the FOs in physical repair and 
maintenance with government funding can help in expediting the turnover. 

The. experience in the ARP areas has been that the present rules and regulations 
stand in the way of making use of NGO. An eminent NGO had expressed 
interest in participating in the ARP in Paliganj. Another one actually preparled 
a blue-print, mobilised farmers, and prepared itself for collaboration in 
Garachoubey Branch Canal system. The Water Resources Department accorded 
them status of a contractor and desired competitive bidding procedure for 
associating them in the exercise, even though there was no such condition from 
the donorIUSAID. No NGO/voluntary agency will be prepared to subscribe 
to this procedure since they work as facilitators. Separate procedures will be 
required that facilitates voluntary . agency/NGO participation in working out 
models of the FO including their promotion for takeover. 

Proper maintenance and repair of the canal system can be facilitated by change 
in budgeting, fund allocating and tendering procedures, helping in utilisation of 
the limited time of canal closure for such MR works. 



The financial year starts from April and ends in  March, whereas working season 
extends up to June. At present fund availability becomes clear by the close of 
the period for opening the canals. After that, time for tendering, fixing 
agencies, getting the repair work done, measuring and finalising the same is so 
little that the budget allocated remains unused or may be even misused. For 
assisting in proper M.R. works, the budget allotted for the year should be 
allowed to be used beyond 31 March to 30 June in  canal repair works in the 
phase of joint management. It has been the experience in the ARP areas that if 
the same work is got done by the FO themselves under the ID supervision, i t  
is cheaper and of better quality. More so, as the FOs with their participation in 
management acquire a sense of ownership. The procedure change will he 
beneficial. There were cases both in Paliganj as well as Garachoubey branch 
canals where repairs could not be carried out and available funds lapsed in the 
absence of such facilities. Another alternative may be to transfer funds to the 
FO even during joint management phase and have the work done by it. b 
declared pol icy and changed procedure will facilitate good quality of work 
within the available time. 

FO promotion efforts can be accelerated if plan finds are available. 

External assistance is generally given in addition to the existing plan and non- 
plan programrne. FO promotion and intervention in irrigation rrianage~nent in  
major irrigation systems was undertaken under the state policy by the WALMI 
but assisted by USAID. It  endcd abruptly and ISPAN took some timc to get 
on the ground. In the rnean time, the activity in the ARP was suspended since 
there was no support from the state plan for WALMI to undertake such work. 
The irrigators in  the concerned areas were also disheartened. It  is necessary that 
such situation is avoided. FO turnover is part of the national policy. It should 
be a commitment in the state as well as national development plans. The task 
involved is quite large. Therefore, a regular programme with reasonable 
procedure of work and systems of cooperation and coordination between 
various agencies and adequate financial resources need to be worked out, as a 
part of the five year plan of the state. 

An implementation inht ructure  for the irrigation sector can improve 
bureaucratic commitment to FO empowerment. 

The ID has taken the work somewhat half-heartedly. The WRD minister actively 
interacted with the FO and the ARP team and gave encouragement. The WRD 
headquarters was receptive but not active. A state level task force for the 
purpose was belatedly set up and has performed well. Doubts about feasibility 
of the whole concept continue, however, to be raised by field officers at all 
levels. A change in the situation is possible only if a government level authority 
is put in position to seriously undertake necessary measures for implementation 
of policy. 



Chapter 4 

RECOMMENDATIONS 

These major recommendations emerge from the experiences and the lessons 
learned in Bihar. They seek to promote the objectives of the national and state 
water policies and accelerate their implementation. 

FO Promotion and Capacity-Building 

A programme for FO promotion should be expedited by the state government. 

Area coverage of irrigation has increased with same level of canal water supply, 
on account of FO intervention. Water distribution equity has also i~nproved. 
There is smoothening of relations between the system managers and the syste~lr 
users. The overall result being positive, a regular plan programme of FO 
promotion sliould be launched. 

The macro-to-micro process of formalizing a two-tiered FO should be adopted 
in  the state for FO promotion and creation. 

The task of FO formation is formidable, and the slow process has dampened 
far~iier enthusiasm. Once farmers are willing, [hey should be trusted with the 
responsibility of cornpleting the organising process. Government will be well 
advised to accept the FO in joint management so that irrigator leadership roles; 
can be facilitated. A distributary level organisation approach will expedite 
coverage and capabil i ty-building . 

The boundaries of the FO should coincide with that part of the irrigation system 
which has the most serious water distribution problems. 

In  old systems distributary control point is identified as associated with problems 
of distribution. In  the-newer system also water delivery at the minor head is 
made difficult at times because of faulty operation of the distributary turn out. 
The farmers in  the command judge the problem properly and i t  is based on 
their experiences. The command of a distributary, therefore, is a better unit  for 
organising farmers. 
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Locally evolved leadership should be recognised and supported by the line 
agencies. 

Local government functionaries should be responsive to individuals who with 
consistent record of service and sense of involvement emerge as leaders. 
Emergence of strong leadership through the democratic process of renewal and 
replacement should be encouraged. The organisation should be encouraged lo 
evolve mechanism of internal monitoring and evaluation to assist this process. 

FOs should have a broad mandate of responsibilities and activities, althoug,h 
they are likely to focus initially on water management. 

Core function should be operation of the system, equity in the distribution of 
water, up-keep and maintenance of the system and avoidance of waste of water 
as also resolution of conflicts related thereto. The activity related to crop 
planning and productivity as well as income generation will emerge from the 
improved management of water. I n  due course, agriculture related farm 
activities that can broaden membership should be added to its charge. Even 
non-farm sector activities should be taken up once capability is built. Premature 
expansion as functions should be resisted. 

Resource mobilization should be one of the first tasks of an FO. 

A healthy irrigation system will require additional finances for maintenance. 
The government has to ration money throughout the state and local priorities 
tends to be by-passed. The FO should be made to understand this compulsion 
to mobilize resources in cash and kind to keep the system healthy. 

Organisational and Procedural Changes 

Registration of FOs under the Societies Registration Act should be accepted by 
the line department. 

The ID should recognise only one organisation for a particular area for 
registration under the Societies Registration Act. 

Administrative changes in line agency operation are inescapable and should be 
undertaken. 

The FO operation will involve a structural change in irrigation administration. 
This will require a transitional package of changes in  procedures of the 
Government consistent with the status and autonomy of farmers organisatialn. 
There will also be a need to undertake detailed examination of the organisation 



structure and present functions in the department. While an Administrative 
Committee should be formed as early as possible to look into the long term 
changes required, the changes suggested should be made without any hesitation 
as and when required. This will include rules for FO managed systems,, 
improvements1modernization to be taken up in consultation with the FO, 
reports and returns, inspection and supervision and related activities. 
Simplification of procedures should be accepted. 

The government should earmark budget provisions for accelerating the pace of' 
FO activities. 

The policy pronounceinent so far have not yielded prompt results. The failure 
is on account of lack of any programme, funds in the preparatory phase of 
management transfer. The programmes are so far largely based on donor 
funds. It is high tiine to prepare and sanction regular programme and funds for 
such work. 

The government should finalise a policy for the transfer of management 
responsibilities in irrigation management to FOs. 

The present policy of FO involvelnent will require further elaboration. This 
report has worked out the modalities of organising farmers and making then1 
sustainable. I t  has also provided some lessons in  changing procedures. In the 
light of positive results the government should work out a policy and 
impletnentation package devoted exclusively to involvement of the FO i n  water 
management. This should be followed up by appropriate administrative 
directions to the field functionaries dealing with irrigationlwater utilization. 

The government should recognise the role of NGOs for promoting and 
implementing FO-related policies. 

The task of developing an FO is a large one and i t  requires NGO cooperation. 
It  will be necessary to elicit the collaboration of willing NGOs in this task. 
Suitable guidelines for NGO involvement in irrigation management and 
organising farmers for management needs to be evolved. NGOs have not 
played, any role in government-managed irrigation systems so far because of 
deficiencies of policy and procedures. They should be treated as path finders 
in assisting government to work out viable alternatives in management at the 
right time. In this respect ID should have an irrigation sector NGO promotion 
policy. This follows from the national water policy objective to involve NGOs 
in management transfer activities. 



Support Services for FO Promotion and Performance 

Technical and management support for FOs from the line agencies should be 
ensured. 

FOs should be extended organisational/technical by the line agencies. Such 
support may be gradually withdrawn. 

Training modules for improving the capabilities of the FO and line agencies 
should be developed for use. 

Committed farmers should be selected by the officers of the FO for training for 
making assessments of water rates, fee collection, office procedures, and 
maintenance of accounts. The line agency staff at the operational level should 
receive training to better handle their new roles. Training modules should be 
developed regi~larl y reviewed and improved by WALMIICADA . 

The WALMI should be strengthened and expanded in order to meet an 
anticipated increased demand for training. 

The WALMI is already inadequately staffed to fulfill its present objectives. Tlie 
expansion of FO-managed projects in Bihar is certain is put a further burden on 
the institute. 

The WALMI and CADA should be reoriented to their expected new roles and 
requirements. 

With the spread of FOs to larger areas and management transfer of irrigation 
systems, the role of, and load on WALMI will expand rapidly both in field of 
Action Research and strengthening the FOs. In this context its capacity must 
be developed to meet the challenges of the emerging situation. Part of this load 
can be taken over by CADA or NGOs. Adequate financial and organisational 
support necessary for meeting these objectives should be extended to these 
organisations by the state government to upgrade the infrastructures, to make 
it an interdisciplinary outfit and to acquire greater flexibility in its operation. 
With proper support and full fledged autonomy the WALMI apart from meeting 
the emerging challenges, will come out with innovative and relevant strategies 
towards a user friendly management style. 



A problem-oriented action research programme should become an integral put 
of the irrigation administration of the state. 

The experiences gained so far have provided information for designing programs 
for participatory irrigation management. Sound field research will be needed 
on a continuing basis. Suggested topics for further research include: 

how conditions in  high rainfall and water sufficient systems affects FO 
efforts 

What patterns of FO will suit the topographical, ecological, cropping ancl 
social needs of plateau region of the state. 

intewentions and support needed i n  l ift  irrigation and state tubewell!; 
schemes to support FO efforts 

a directions for administrative restructuring at the operationnal level 

approaches to FO resource mobilisation 

how to strengthen WALMI to respond to HRD heavy demands. 



Chapter 5 

NEXT S E P S  

The preceding survey would indicate that the implementation of the National 
Water Policy (1987) or the State Water Policy (1993) in respect of farmer 
organisation and management transfer of public irrigation systems or part 
thereof to it have not been put under implementation so far. The government, 
as owner-manager, has to develop a forthright and transparent legal and policy 
framework that facilitates management transfer. It  has to put in position 
executive and monitoring infrastructure that guides further progress and 
accelerates awareness building about participatory management, assembles 
programme package to generate demand for user management of irrigation 
water and launches a programme which makes progress in this direction 
sustainable. The action plan proposed here does not go into any time frame 
since the government will have to do that in the light of their priorities. 

Programme Continuity 

The primary experiences forming the basis of this report has been assembled 
from externally fiinded ARPs. There was a period of discontinuity between 
October 1992 and June 1993 which had adverse impact on the far~ners 
response to the iictivities. The situation is given in Table 8. 

Donor support is now closing. The government has to step in so that the 
positive environ~nent created so far is sustained. This is a national programme. 
Therefore, adequate priority has to be given to eleriients of a total package of 
activities that governliient must undertake if the policy is to become 
operational. 

Implementation Priorities 

Programme Guidelines 

The government will have to work out a detailed guideline on implementing the 
policy of FO managed irrigation system. This report has listed a series of 
recornmendations as also the modalities for conducting this work. This could 
form part of the guidelines. These guidelines should also strengthen the support 
services required for FO promotion especially training programmes, experience 
sharing between the FO executives and the system managers, as well as a status 
for FO functionaries in the advisory set up of the Water Resources departments. 
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Since the material is now available issue of an operational guideline should not 
be a ti me-consuming process. 

Table 8 
Impact of Discontinuity on FO Programme 

ARP Area Comnunicat i on  FO Dec is ion  Organisa- General Future  
(Date o f  S t a r t )  Status making t i o n a l  Menhers 

pace Feel i n g  

P a l i g a n j  
(June 1988) 

Jarmnia 
(Jan. 1991) 

Gara- 
Choubey 
(Sept. 1991) 

Asarganj 
(Dec. 1991) 

I r r e g u l a r  Survives 
u i t h  some 
leaders 

Absent Scattered 

Lack ing Yet t o  
f unc t i on  

proper 1 Y 

Lack ing Yet t o  
f unc t i on  

proper 1 Y 

s m  
l eaders 
do 

Absent 

some 
leaders 
do 

some 
1 eaders 
do 

S l ow S t i l l  
hopeful  

Miss ing No hope 
Dependence 
On Govt. 

L im i ted  Beu i ldered 

Stand- Hopeful 
s t i l l  

Some leaders  
capable but  
need regu la r  
i n s t i t u t i o n a l  
l i nkage  f o r  a 

&r of years 

Programne 
n o t  conceiv(-.d 

p r o p e r l y  

Reorganisat i o n  
t a k i n g  p lace.  
ready f o r  
r e g i s t r a t  i011. 

Need regu la r  
gu idance t i l l  
f o rma l i sed  

Promotional Agencies 

The state has a large volume of public managed irrigation system. Even if the 
work is to progress slowly large promotional effort will be needed. Water 
Resources department infrastructure is the biggest available source of 
promotion. It should be reorganised to undertake this responsibility. This 
could be very ably supplemented by the work that NGOs as also farmers 
organisation like VASFA can do. They are able to provide development and 
provide new models and feasible approaches which will benefit the department 
in  this task. The government should, therefore, work out a policy for 
identifying the promotional agencies, how the various agencies will interact 
amongst themselves and the direction they should take for the government 
policy to succeed. This will be an extension of the recomnlendation to finalise 
an irrigation sector, NGO promotion policy. 

Water Management Policy 

The issue of water management and farmers involvement for the same is a very 
small co~nponent in the state water policy. On the other hand. the interest arid 



involvement of the farmer in irrigation water at the distributary level and below 
is substantial. Water management suffers very serious handicaps in all its 
elements because of lack of cooperation from organised water users. It is time 
that government details the national and state water policy in respect of FO 
promotion and management. That kind of a document alone will meet 
objectives already set out. 

- Advisory Committees 

Tht: state government does not have at its command at present an institutional 
infrastructure where irrigators views on imgation management problems is 
articulated. The ground reality of farmers alienation is partly a result of their 
reluctance to contribute to irrigation management policy which could be taken 
as their own. It  is necessary, therefore, for the government to consider setting 
up of advisory committees with FOs, NGOs, experts and others involving 
seriously in this work at the headquarters and in chief engineers' jurisdiction to 
deal successfully with water management issues, to review the progress of work 
and handicaps to be removed and, to &vise existing guidelines where 
appropriate. 

Programme for FO Involvement 

The task involved in rnanage~nent transfer cannot be performed without budget 
support for the same. Even the ARPs depended on small resources from 
foreign donors. I n  the minor irrigation sector, policy of management transfer 
of tubewells and LI schemes have made poor progress due to absence of FO 
promotion programme. Therefore. a time has come when the government 
should seriously consider to frame a programme and provide funds for the 
same. The mid-term review of the Eighth Plan provides the opportunity to do 
so. While considering these options, government should earmark funds under 
a separate budget head. A suitably funded programme deserves the highest 
priority. -. 

Program Linkages 

Irrigation system finances can improve only by making irrigated agriculhure more 
remunerative. The present level of 90 percent of the area under the food 
crops cannot sustain capital intensive imgation system management. The 
framework for diversification by reexamination of the cropping pattern in 
consultation with agriculture, cooperation, plantations and other relevant 
institutions and FO should be worked out.' The arrangement should be put on 
a regular footing for, periodic review to facilitate appropriate changes from time 
to time. 



Administrative Reforms 

The recommendation to constitute a suitable mechanisnl should be evolved to 
look into the long and short term changes required has already been made. The 
question of reorganisation of structures and functions of WR department as also 
the changes towards improving responsiveness has been brought to the fore 
again and again. The lurking suspicion of large scale loss of jobs need also to 
be dispelled. Irrigation is too big a sector and has a very large cadre of 
manpower and restructuring in terms of state policy is urgently called for. 

Water and Land Management Institute 

The necessity for HRD and motivational programme has appeared throughout 
the text of the report. WALMI has performed a good job. However, in  its 
present status of strength and budgetary support, it is unequal to the task that 
it will be called upon to perform. It is necessary that the present status of 
WALMI should be reviewed. It has to be professionally equipped to undertake 
the task of developing training modules, it should have a core faculty not 
subject to transfer and there should be regional centres in the field for 
conducting required number of courses and overseeing field research. WALMI 
should be declared the nodal field research and training agency for irrigated 
agriculture as also for institution building in irrigation with peoples' 
participation. 

Water Management Research 

Irrigation set up in the state has some research institutions. However, field 
research in irrigation department has not received the priority it requires. It 
has been found necessary to recommend number of research items in this 
report. This is only the initial agenda. Technology changes are taking place 
very rapidly. Action research programmes to take advantage of those changes, 
to test user response, to evaluate benefits and, make necessary modifications to 
suit state agroclimatic zone requirements as well as social economic compulsions 
should become part of the programme and budget of the irrigation department. 
The research advisory committee headed by the engineer-in-chief in which all 
the institutions involved in research as also some eminent experts are 
represented will help broaden outlook on research in the water developmerit 
and management sector in the state. This should be undertaken. 

Implementation Infrastructure 

The state government's objective has been clearly stated. It requires now to 11e 
followed up seriously. This work will require attention in more than one 



department of the government. Therefore, a framework for inter-departmental 
communication, coordination and support should be established early. 
Departmental pulls within the irrigation sector are strong. Several changes are 
required to safeguard the interests of the sector and its beneficiaries. These will 
call for decisions at the highest levels and concurrency in crucial departments 
such as finance. Therefore, the state chief secretary will have to provide the 
needed leadership at the official level. 

A state level steering committee, with chief secretary as chairman should be set 
up and charged with the following tasks: 

review and amplification of the state policy on water management, FO 
involvement, and resource mobilisation 

review of progress of the priorities listed and additions/alterations to the 
same in the light of experience and changing conditions 

approve criteria for ARPs and sanctioning projects to cover larger areas in  
a phased manner, including major, medium, minor flow and groundwater 
projects 

review of lessons from community managed irrigation systems traditionally 
funded by Rural Development Department and. taken up through NGO 
f i ~  nd i ng 

oversee pooling of available funds with the concerned departments and 
agencies for an integrated programme of user managed irrigation to be 
pursued 

take up any other matter that is suggested by the concerned departments, 
NGOs. and others 

This committee will be at the policy level. The actual work will be done in the 
concerned departments of government or agencies supported by them. The 
committee should, therefore, authoiise regionallproject level committees as 
appropriate to supervise operations and ensure compliance with the decisions 
of the policy level committee. 

The committees apart from departmental representatives, should also have 
representatives of NGOs and other eminent persons including retired engineers 
who are involved in  this work. Gijarat pattern committee may be considered 
(Annex K) .  



The Water Resources Department should provide the secretariat for this 
committee and should be the nodal department for this work. There should be 
an exclusive u n i t  adequate to manage this work and headed by a senior WRD 
engineer directly under the Secretary who should have only this work under his 
charge. This will imply a regular monitoring of the imple~nentation of the state 
policy in  all its aspects. 

Environment for Administration and Legislative Changes 

Adequate legal, procedural and administrative changes are necessary for 
structural change in  irrigation management to proceed speedily and smoothly. 
However, premature changes may create negative impulses. Therefore, 
selection of a committed band of officers in administration and in development, 
who prepare the ground for relevant changes should be seriously considered. 
The government should simultaneously initiate the process of wider dialogue 
and discussion i n  the available policy and administrative fora such as the 
consultative committee, CADA governing bodies and others. 

The user as well as local authorities response to change is mixed so far. I t  is not 
negative. A step by step approach should be expanded into the following four 
phases: 

Involvement. FO leaders should be associated with operations and 
maintenance of distribution systems of major systems and medium and 
minor irrigation projects. 

Participation. FO should become operational and take up joint management 
of operations, maintenance, conflict resolution and resource mobilisation. 
Steps towards financial participation in  maintenance and HRD efforts 
towards partnership with ID should be initiated. 

Partnership. FO should start taking over the functions of ID which they are 
confident of managing and ID should withdraw progressively from that 
activity. This phase should just be adequate in length to ensure 
sustainability. Steps towards setting up FO service centres to respond to 
needs in technical field on payment should be initiated. 

Self-management. FO should assume full command over management. 111 
shoi~ld put in place a FO service organisation for offering relevant 
consultancy and withdraw totally. 

This situation puts heavier responsibility on the irrigation bureaucracy. They 
remain managers but with a change in role. They will not be mere 



administrators but promoters and facilitators of organisational and managerial 
capability building amongst the users. However, they will be the greatest 
gainers if this change in role brings in willing co-operation of users in preventing 
damage to system, in protecting the infrastructure, in managing grievances 
through mutual discussion and accommodation and in supplementing 
government resources for O&M through local mobilisation. No other agency 
is in sight that can undertake this work. 

For the present, 15 additional ARPs already proposed by WALMI and 
approved by the WRD should be made operational. The work in the four ARPs 
should continue till management transfer has taken place. Adequate earmarked 
funds should be made available to WALMI for this purpose. Considering the 
poor progress of management transfer in the MI sector, ten projects should be 
sanctioned to cover not bnly LI and tubewells but also flow schemes. WALMI 
should be provided the needed faculty to supervise this work. Available NGOs 
could also be used. This task has some urgency if discontinuity is not to harm 
the whole progralntne and implementation of the declared government policy. 
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Annex A 
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Agroclimatic Zones in Bihar 
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Annex B 

Irrigation Map of Bihar 
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Annex C 

BIHAR: SOCIOECONOMIC INDICATORS 

1. POPULATION - 1981 - 1991 

(i)  Total 
(ii) Rural 
(iii) Density 
(iv) Scheduled Caste 
(v) Scheduled Tribe 
(vi) Sex Ratio (female) 

per thousand male) 

2. LAND SATISIICS 

(i) Holding Size : Percentage to total 
(a) 2 hec. and below 
(b) 2 t o 1 0  hec. 
(c) 10 hec. and above 

(ii) Holdings 

(a) Total No. of holdings 
(b) Operational area 
(c) Average s i x  of 

holding 
(d) Average area operated 

by main worker 

3. RURAL DEPENDENCY 

( i )  Economical] y active 
population 

(ii) Cultivators 
(iii) Agriculture Lahour 
(iv) Primary sector Workers 
(v) Manufacturing sector 

workforce 

4. LITERACY 

(i) Total 
(ii) Male 
(iii) Female 
(iv) Rural 

5.  GENERAL 

a. Growth rate of SDP 
b. Growth rate of Per 

capita income 
c. Unemployment 

(Daily status) 
d. Poverty Ratio - Rural 

i) Govt. released 
figures 

l i )  Expert Group 
of Planning 
Commission ( 1993) 

1 1.76 million 1985-86 
10.90 million hec. 
0.93 " 

0.27 hectare 
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Annex D 

FO POLICY STATEMENTS 

1.  Extract from summary of the Observations Given by the Hon'ble Minister 
Water Resources Department, Government of Bihar on the Eve of Inauguration 
of ISPAN Workshop on Farmer Organisation and OPC Held at WALMI, Patna 
on 11.12.1993. 

In view of the complex situations being encountered, the farmers participation 
in real terms in irrigation management has become a compulsive necessity for 
the state. This will not only deliver the goods to the farmers in a niuch more - 
efficient manner, but also help to create necessary revenue eventually for the 
state to carry on with new development projects for the deprived regions. 

There has been widespread practice of ~naldistribution and wastage of water by 
the farmers in  the canal commands, the middle and tail end farmers suffering 
the major brunt. If the farmers realize that they have to pay for the water they 
are using, they will themselves learn to be economical in use of water. This will 
certainly induce a sense of discipline in using water in optiinu~n manner and 
prevent thern from unauthorized use and wastage of water. On the other hand, 
they must have to be fi~llyensured that the networks are tuned to supply them 
water in  desired quantity and equitable distribution of water in  required times 
according to pre-determined watering schedule. Such a confidence will give 
thern the necessary incentive to go for modern agriculture practices for 
~iiaxi~iiizing food production. In this way, we can also improve the overall 
irrigation efficiency from the networks and thus by saving water create 
additional irrigation potential, which could be used either for increasing the 
irrigation intensity in the existing command or bringing additional areas into 
irrigation fold. We are fully conscious of the enormous cost of creating 
irrigation potential through new projects. 

The aforesaid objectives can be achieved through farmer's organisation and 
evolving a mechanism for organisation and procedural changes. This workshop 
will deliberate these issues in depth and formulate guidelines for action plan. 
We are also anxious to know the results achieved through such pilot projects 
executed in other states where farmers organisations have been inducted. 

The state government rnight have no hesitation to relax or enact such acts or 
rules which could expedite the irllplenlentation of the above concept. because 
i t  has now become difficult for i t  to resolve the inter-related problems in 
irrigation management, physical as well as financial. 
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2. Extract of State Water Policy Resolution No. 544 dt. 15.5.93 related to 
Farmer Organisation (in English Version). 

4. Extension of Irrigation through Private tubewell. 

For extending Irrigation facilities in the present circu~nstances i t  seems that 
the easiest and the fastest method is to encourage the private tube well. Hence 
the private tubewells dug-wells and other projects will be given first preference 
by State Government and the operation and maintenance of tubewells will be 
handed over to user's association. 

12. Formation of Water Users' Association 

For the construction, maintenance, and collection of water rate for 
channels and the sub channels in  the state, the cooperation of beneficiary 
members willbe sought by the State Government and Water User's Association 
will be formed for them. Attempt will be made to finally handover all the: 
above works to Water User's Association. It will be considered to make 
available some part of the water rent collected to Water User's Association so 
that they became self-sufficient. In the initial phase, this new arrangement will 
be implemented in Sone, Gandak, Kosi & Chandan Badua Command area. 
Then, i t  will be slowly extended to other parts of the state in  a planned manner. 

13. Arrangements for training of officers and farmers 

Arrangement will be made for the training of departmental officers and 
farmers so that the knowledge of latest water management technique can be 
given to them. As well as the adaptive and applied research will be strengthen 
to make i t  fully operational. 

3. Summary of Govenunent Reply to the Bihar Legislative Council Question 
No. IR-7 dated 22.7.1993. 

The new irrigation policy of the state has been laid down under the national 
water policy. I t  has been provided therein that for the maintenance of channels 
and sub-channels and collection of water rates, the state government will secure 
the cooperation of beneficiaries to form water user organisations. Efforts will 
be made to ultimately transfer all the above tasks to them to make them self- 
sufficient. In the beginning this arrangement will be implemented in the Sone, 
Gandak, Kosi and Badua Commands. Thereafter, it will be expanded gradually 
and in a planned manner in other parts of the state. At present, the work is in 
a preliminary stage. Some work in this connection has been done in the Paliganj 
Distributary of Sone Command by WALMl but expansion and i~nplementation 



of the arrangement is yet to be done. This will be extended gradually after 
securing cooperation of the farmers. 

On an observation that the scheme is very good, and a question about the 
time frame for implementation, an assurance was given that the government was 
considering implementation, of the scheme expeditiously and would implement 
it early. 



Annex E 

DRAFT MEMORANDA 

1. Memorandum of Association 

I .  The name of the society shall be .................... Farmer's Society. 

........... 2. The registered office of the society shall be situated at Village P.S. 
.District .................. ............... 

3. The main objects for which the society has been established are given below: 

(a) To procure water from the parent canal and to arrange for its 
equitable distribution among the farmers of the command of Paliganj 
Distributary or assist the agencyldepartment engaged on this work. 

(b) To undertake maintenance of the distribution network, originating 
from the .................. distributary with the consent of the concerned 
agency or department and to receive payments for the same. 

(c) To assist the concerned department in assessing and collecting water 
rates from the farmers whose lands are irrigated and to receive the 
intermediaries com~nission as provided under rules and fixed by the 
government from time to time. 

(d) To make arrangements for improving the productivity of agriculture 
in the area of operation of the society. 

(e) To generate resources for meeting the working expenses and to 
undertake any responsibility assigned to the society by the 
Government at a later stage. 

(f) To arrange for the acquisition of land by purchase, lease, or otherwise 
for irrigation or allied purposes i.e. for digging out and maintaining, 
channels, ponds, lakes, reservoirs, bunds etc. with'a view to ensuring 
timely and adequate water supply to the command area. 

(g) To prepare operation plan and submit the demand of water to the 
concerned officer, and to execute, monitor and evaluate the same. 

(h) To prevent wastage of water and ensure its proper utilisation. 
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(i) To assist and participate in carrying out technical and physical 
improvements in drainage and micro-level system in the corninand 
area of . . . . . . . . . . . . . . . . . . .Distributary. 

Cj) To arrange for, supportive services, education and training of farmers, 
and inputs including agricultural extension services for both pre- 
irrigation and post-irrigation periods for better productivity and allied 
developmental activities. 

4. With a view to facilitate\ the societies' activities and for achieving its objects 
the society may : 

(a) Amend the provisions in  the memorandum of Association, rules and 
regulations and also may make rules and byelaws. 

(b) Solicit, obtain and accept from any person, firm, company, 
corporation, institution local body, agency or authority of state or 
central Government subscriptions, donations, grants gifts etc. 

5. In carrying out its objects the society may : 

(a) Pay out of the funds belonging to the society or out of any particular 
part of such funds, all expenses that are incidents to the formation of 
the society. management and administration of the society. 

(b) Draw, make, accept, endorse and negotiate cheques, Hundies, 
promissory Notes or other negotiable instruments. 

(c) For the purpose aforesaid or any of them, to sign, execute and deliver 
such assurances and deeds as may be necessary. 

(d) Construct and maintain buildings, works and conveniences of all kinds 
suitable for any of the purposes of the society.] 

(e) Purchase or otherwise acquire from any Government or such 
authorities any licences, concessions, grants, subsidies, decrees rights, 
powers and privileges whatsoever. 

(f) Generally to do and execute all such other acts, matters and things as 
are incidental or conducive to or necessary for the. attainment of the 
above objects or any of them. 

6. Names, addresses and occupations of the first members of the Executive 
Corn~nittee to whorii by the rules and regulations of the society the 
management of the affairs of the society is entrusted are as follows : 



S. Name Occupation and Status in the 
No. Address Committee 

7. The income and property of the society howsoever derived shall be applied 
only for the promotion of the objects of the society as set forth in this 
memorandum of Association. 

8. Government of Bihar being interested in the society, the society shall not be 
dissolved without the prior consent of the Government of Bihar. 



2. Rules and Regulations 

Interpretation 1. In these rules unless the context otherwise requires. 

a. "The Society" Shall mean . . .. . . . . . . . . . .Farmer's Society, District . . .. . . . . . . . . . . , 
Bi har . 

b. "Government" shall mean Government of Bihar. 

c. "Year" means the period from the 1st April to the 31st March 

d. "Kharif season" means the agricultural season starting from 15th May and 
ending 3 1 st October. 

e. "Rabi season" means the agricultural season starting from 1st November 
and ending 3 1st March. 

f. "Hot weather season" means the agricultural season from 1st April to 15th 
June. 

g. 'Act' means the society Registration Act - 1860 in force in the state of 
Bihar. 

h. "Rules" means the rules framed by the state Government under s0ciet.y 
Registration Act 1860 and other Acts connected with construction, 
operation, maintenance and management of irrigation and Agriculture: 
Extension services of the Government of Bihar and Government of India. 

i .  "Executive committee" means the operating agency of the society 

Membership : 

First Member 1. Signatories of the Memorandum of Associatior1 
of the society shall be the First member of the 
society and will continue till fresh elections for 
the General Body of the society are held as 
provided under Rules and Regulations. 



Formation of 
Committee and 
Term of Member 

Members of DLC 

Term of Executive 
Committee 

Roll of Members 

2. Each village in the command will form a village 
irrigation committee consisting of 5 to 1 1  
members out of which one will be the chairman 
and one will be the convener and rests will be 
the members of the committee. The formation 
of the village committee will be done by the 
villagers in a meeting called by the chairman of 
the outgoing village irrigation committee or any 
other person authorised by the executive 
committee of the society or by the General Body 
of the society. In VLC proper representation of 
women, weaker Section and poor farmers should 
be given. The farmers having land in  Inore than 
one village can only be a chairman or convenor 
of one village. The term of the committee will 
be for a period of 3 years and no office bearer 
will be elected for more than 2 consecutive term 
i.e. for 6 years. 

3 .  The chairman of the village irrigation committee 
will be a member of the DLC. All such 
~nemhers will for111 the DLC. 

4. Member of the DLC at its first meeting will elect 
the executive committee which will consists of 
following office bearers. 

1 .  Chairman 
2. Vice Chairman 
3 .  Vice Chairman 
4. Secretary 
5. Treasurers 
6. Members 6 Nos. 

The term of the committee will be of 3 years and no 
office bearer will be elected for more than 2 
consecutive terms i.e. for 6 years. 

5 .  A Roll of Member setting out there in full names 
and addresses of the members and their 
occupation shall be maintained and every person 
becoming a member shall required to sign the 
Roll of members. 



6 .  Every member of the society shall communicate 
change in his address, if any, to the secretary 
who shall there upon enter his new address in  
the Roll of Members. It shall be the duty of the 
secretary to suitably amend the Roll of the 
member as and when required. 

General Meeting of Members 

General Body 7 .  , An annual general meeting of the General Body 
Meeting of the society will be held once before the end 

of April every year to pass the annual report and 
the audited account of the society for the passed 
year and any other item as decided by the 
executive committee. 

8. General body meeting will be held as and when 
required to transact the businesses stated in  the 
Memorandum of Association. 

9. Meeting of the Executive committee and the 
village irrigation committee will be held as and 
when required on due notice served atleast 3 
days in advance by the secretary or the convener 
as the case may be. 

Requisition for 
Meeting 

Meeting to be 
convened on the 
requisition. 

10. Any reqr~isition made by one tenth of the total 
strength of the members expressing the object of 
the meeting shall be forwarded to the office of 
the secretary/convener. 

I I .  Upon receipt of such requisition the 
secretary/convener shall proceed to convene the 
meeting of the General body/executive 
cornrnittee/viI1age irrigation committee as the 
case may be. I f  the requisitioned meeting is not 
convened within 7 days from the date of 
requisition, the requisitionists may themselves 
convene the meeting. 



Notice of Meeting 12. At least three days before every meeting, notice 
there of specifying the place, the day and time of 
meeting and agenda of the meeting shall be given 
to all members of the committee/society by post 
or by hand delivery at their respective addresses 
registered with the society. Any accidental 
commission to give such notice or not receipt 
there of by any member shall not invalidate the 
proceedings of the meeting. 

Proceedings of Meetings 

13. All business that is transacted in the riieeting will 
be recorded in a register and will be confirmed 
in the next meeting. 

When no quorum 
present 

Chairman 

Procedure of 
meeting and 
casting vote 

14. No business shall be transacted at any meeting of 
the G.B./Executive committee/village irrigation 
committee unless a quorum of not less than one 
third of the strength of the members in the 
committee is present within thirty minutes froin 
the notified time of the meeting. 

When no quoruni is present, the meeting 
convened on requisition of members shall be 
dissolved and i n  any other case it shall stand 
adjourned to the same day in the following week 
at the same time and place. At such adjourned 
meeting no quorum shall be necessary and the 
members present may transact the business for 
which the meeting was called. 

16. The chairman will preside at every meeting of 
the GB/EC/VIC. If  the chairman/V.Chairman is 
not present, the members present may choose 
some one from among themselves to preside the 
meeting. 

17. Every question submitted to a meeting shall be 
decided by a show of hands and in case of 
equality of hands, the chairman shall have a 
casting vote in addition to the vote to which he 
is entitled as a member. 



Chairman guide the 
meeting 

Management 

Management vesting 
of entire funds and 
properties 

Resignation when 
to take effect. 

Governing 

Substitute 

18. At any meeting a declaration by the chairman 
that a resolution has been carried or carried by 
a particular majority and an entry to that effect 
in the Minutes Book shall be conclusive evidence 
of the fact. 

19. Every %ember shall have one vote and no more. 
All votes shall be given personally. 

20. Subject as aforesaid, all meeting shall be guided 
in their proceedings by the chairman and his 
ruling in regard to all matters of procedure shall 
be final. 

21. The funds and properties of the society and thle 
management of the affairs of the society shall 
vest in the General Body of the society which 
shall cany on the same with the assistance of the 
executive committee and several village inigation 
committee. 

22. Resignation of the members of G.B.1 Ex.cIVil1. 
lrrigation Committee shall be tendered to the 
chairman of the G.B. and shall not take effect 
until i t  has been accepted. 

23. The GB/Ex.c./VIC may function even if the total 
strength of the body is not full due to resignation 
or any other unforeseen circumstances and no 
act or proceeding of the GB/Ex.c/ VIC shall be 
in-validated by reason of the happening of any of 
the above events of any delay in the election1 
selection of any office members. 

24. If a chairman of the VIC is unable to attend the 
meeting of the G.B., he may if he thinks l i t  
authorise in writing any other member of the 
VIC to attend the meeting on his behalf. The 
person so authorised will not however, be 
entitled to vote at the G.B. meeting. 



Powers and Duties of the GB 

Powers and duties 25.1 The Business and affairs of the society shall 
be carried on and managed by the G.B. as 
per the Memorandum of Association, Rules 
regulations and bye-laws framed by the 
G.B. from time to time. 

25.2 Without prejudice to the generality of the 
rule 25.1 above, the G.B. shall have the 
following powers. 

a. To manage all the affairs and funds of the 
society. 

b. To negotiate, enter into and execute 
agreements, contracts and documents on 
behalf of the society and vary and received 
such agreements, contracts and documents. 

c. To advise the government on all matter 
relating to imgation and agriculture of their 
operational area. 

d. To appoint such advisory bodies or other 
special committees for such purpose and 
with such powers as the G.B. may decide 
and also to dissolve any of the committees 
and advisory body so set-up. 

e. To approve the annual, revised or 
supplementary budget, estimates and the 
annual accou~it of income and expenditure 
of the society. 

f. To consider and adopt the Annual Report 
of the society. 

g. To spend the funds of the society in such 
manner as it shall consider most beneficial 
for the purpose of the society. 



Chairman 

Secretary 

General 

Funds of the 
society. 

h. To make bye-laws not in consistent with 
these Rules for more efficient disposal of 
the business and activities of the society. 

i. To do all such acts, deeds, matters, things 
as are incidental conducive to or necessary 
for the attainment of the objects specified 
in the Memorandum of Association. 

26. The chairman shall be the chief executive 
authority of the society and in all cases where 
there are no specific directions given by the 
G.B., secretary and other office bearers shall take 
directions from the chairman and carry them 
faithfully. 

27. The secretary shall look after the general 
management and affairs of the society under the 
supervision of the chairman and the direction of 
the G.B. and shall attend to all general 
correspondence. The secretary shall convene. 
whenever necessary. all the meetings of the G .B. 
and Ex. co~nnlittee. The secretary shall do every 
thing necessary to give effect to the resolutiori 
passed at the G.B. nieeting of the riie~nbers as 
also to those passed by the Ex. committee. -rhc 
secretary shall keep or cause to be kept all 
records of the society at the place to be 
determined by the Ex .  committee. 

28. Funds of tlie society shall consist of the 
following: 

a. Grants. assign~iients. contributions. 
advances and loans made by the 
Government for the furtherance of the 
objects of the society. 

b. Inconie and any other assets acquired by 
the society. 

c. Inco~nt: from any other sources. 



Banking accounts 

Accounts and Audit 

Accounts 

Audit 

29. Subject to any bye-law or directions given by the 
Governing Council, all moneys received by or on 
behalf of the society shall be paid in  one or more 
accounts to be opened in  the name of the 
society in any scheduled Bank and shall not be 
withdrawn except by cheques signed jointly by 
secretary and treasurer. 

30. The society shall maintain proper accounts and 
other relevant records and prepare annual 
statement of accounts including the balance sheet 
in  such form as may be prescribed by the Act in 
consultation with the Auditor of the society. 

31. The accounts of the society shall be audited 
every year by the Auditor appointed under the 
Act and any expenditure incurred i n  connection 
with the audit of accounts of the society shall be 
payable by the society. (Auditor of the society 
shall have the same rights. privileges and 
authority in connection with audit of accounts of 
the society as the Accountant General or any 
other person appointed by h i m  in this behalf has 
in  connection with the audit of Government 
Accounts, and in particular shall have the right 
to demand the production of books of accounts, 
connected vouchers and other documents and 
papers and to inspect any of the office of 
Institute of the society). 

Audit, report with 32. Statement of Accounts of the society, as 
s t a t e m e n t s  o f  certified by the Auditor together with the audit 
accounts to be report thereof shall be forwarded by the Auditor 
sent to government to the society (and the Government of Bihar). 



The seal 

Contract 

33. The Governing Council may adopt a seal fbr 
being used as the seal of the society and shall 
provide for the safe custody thereof. The seal of 
the society shall not be affixed to any instrument 
except by the authority of resolution of tlhe 
Governing Council and any two members of the 
Governing Council all of whom shall sign the 
same. 

34. Except as may be otherwise provided in the bye- 
laws of the society, all contract and assurance of 
property made on behalf of the society shall be 
under the seal of the society and signed on 
behalf of the society by the secretary of the 
society. 

Amendment of 35. These rules and regulations may from time to 
rules and time be amended, altered and corrected in the 
regulation general meeting of the society, provided that 

atleast 14 days prior notice of the proposed 
amendment, alterations and addition shall be 
given and the same shall have been passed by a 
~iiajority of atleast two third of the members 
present at the meeting and voting. 



"Rules for Irrigation Water Management through Farmer. Organisations" 
(Framed under section 99 (C) of the Bengal lmgation Act 1W6' vide State 
Irrigation Policy (clause-1 2) lssued in Resolution No. 1 86@-91-544, Patna, 

Dated 15/05/93). 

These Rules will come i n  effect from .............. . . .. ...... 
1 .  These Rules will be known as Rules for Irrigation Water Management by 

Farmer Organisations . 

2. I n  these Rules : 

(a) 'Act' will mean the Bengal Irrigation Act 1876. 

(b) 'Form' means form in the appendix to these Rules. 

(c) 'Section' means a section of the Bengal Irrigation Act 1876. 

(d) 'Canal Officer' will mean the Officer so referred in the Act. 

(e) 'Person' will liiean the person so referred in the Section 46 of the 
Act. 

(f) 'Superintending Canal Officer' means the Superintending Engineer, 
having control of irrigation of the concerned area. 

(g) 'Divisional Canal Officer' Ineans the Executive Engineer-in-Charge of 
irrigation of the concerned area. 

(h) 'Subdivisional Canal Officer' means the SDOIAssistant Engineer-in- 
Charge of irrigation of the concerned area. 

(i) 'Sectional Canal Officer' means the Engineer Officer-in-Charge of any 
section operating irrigation in the concerned area. 

(j) 'DLC' will mean Distributary Level Farmer's Committee. 

(k) . 'VLC' will mean Village Level Farmer's Committee. 

(1) 'MOU' will mean Memorandum of Understanding signed by the 
Divisional Canal Officer and chairman/secretary of the Farmer's 
organisation. 

(m) 'FO' will mean Farmers Organisation. 

(n) 'WRD' will mean Water Resor~rces Department. 



Application: 

3 .  (i) Every application for supply of water under section 74(2) shall be 
submitted to the Divisional Canal Officer. The tenure of which will 
be valid for seveniten years. 

(ii) Application for supply of water will be submitted in the form No. 1 
placed in the appendix of these Rules. 

(iii) Application shall be submitted not later than 3 1 st March or  on such 
later date as may be sanctioned by the Divisional Canal Officer. 

(iv) The application on Form 1 shall be signed by secretary of DLC duly 
registered under societies registration Act 1860 by I.G. registration 
of Government of Bihar and presidents of CLC of such village having 
irrigable area not less than 60% of the total command area in the 
village. 

Lease : 

4. A permit for lease shall be issued i n  the Form 2-vide appendix by the 
Divisional Canal Officer. 

5 .  'The accepted application signed by the Secretary, DLC, Presidents of villages 
having total irrigable area not less than 60% of the irrigated area of the 
village together with the permit signed by the authorised Canal Officer and 
MOA, shall constiti~te the lease document, and every lease shall be subject 
to conditions given in  MOU, as per Form 111 vide appendix. 

Demand and Collections : (For Asarganj action as per Court Order) 

6. The Canal Officer shall authorise the DLC under provisions of section 82 
and 83 of the Act to collect revenue on its behalf from the persons i~tilising 
the water supplied through the DLC 

7. There is no need for the Divisional Canal Officer to sign the register of the 
DLC and VLC about entries connected with assessment and revenue 
collection but inspection of records and verification of irrigated area can be 
done by hirn occasionally. 

8 .  In such cases where the Irrigation Register shows supply of water to fields, 
but the crop later on failed for want of water, DLC [nay present an 
application for remission of water rate to that extent. Such application shall 



be delivered personally or by registered post to the DivisionalCanal Officer, 
before the crop is harvested. The Divisional Canal Officer will take decision 
after verification as per rule. 

9. On receipt of an application the authorised canal officer shall after such 
enquiries as he thinks fit pass orders there on and shall deliver or send by 
post a copy of such order to the Secretary of DLC. 

10. (i )  An appeal if needed be made against any order passed by the canal 
officer to the Superintending Engineer of the canal area. 

( i i )  Every such appeal shall be accompanied by a copy of the order of the 
Divisional Canal Officer appealed against. 

( i i i )  The Superintending Engineer after such enquiries as he lilay think fi t ,  
pass orders on such appeal and may by an order in writing direct that 
the collection of the water rates shall be suspended until such appeal 
is decided. 

I I .  In case of crop failure due to drought, flood or any other natural calan~ity 
the remission of water rate will he as per declared policy of govern~nent 

12. A register will be kept by every CLC in which detail description of all 
irrigable area of every farmers along with the description of no. of 
irrigation done in every plot, The amount of water rate for irrigated area 
and the receipt no. of payment of water-rate will also be in the register. 

13. The VLC will verify every case of alteration and remission and will send i t  
to the DLC the decision of which shall be final. This alteration will be valid 
for irrigation purpose only and for other cases mutation done by court will 
be valid. There will be a separate register for these matters. 

14. For assessment and collection of water rate the FO will need training. For 
this the Revenue Section of WRD will train the FO and ifdemand they will 
give on job training free of cost in  the field for two years in the beginning. 

15. The amount of water-rate will be fixed on the reported average of last 
three Kharif and Rabi Seasons. A portion of which will be remitted by 
DLC to government as per MOU and the balance amount will be utilised 
by DLC for operation, maintenance and development of Canal. After 
every five years the government will review this reported average irrigated 
area and will take decision regarding this. 



16. The amount meant for government if not remitted by DLC i n  time in  that 
case water supply from next - season will be stopped and action will be 
taken for realisation of the amount under provision of rules 84 and 85 or8 
Bihar and Orissa Public Demand Recovery Act. 

17. The G.O. will have the right to take soil from the Chat land for 
maintenance but the power for lease and collection of revenue will vest 
with the government 



3. Memorandum of Understanding 

For canal operation and maintenance by farmers (under clause 5 of Rules for 
Irrigation Water Management through Farmers Organisations) 

This Memorandum of Understanding, between Executive Engineer . . . .. . . (who 
will represent the Governor of Bihar) and . . . . . . . . . . . Society (who will represent 
the farmers of the concerned area) is executed to-day . the . . . . . . . . day of the 
month of ........ of year ........ 

According to this Memorandum of Understanding the work of canal operation, 
water distribution, maintenance of distribution network above the government 
outlets in the command area of all direct outlets from the distributary. the sub- 
distributaries, minors and water courses taking off from the . . . . . . Distributary 
(which takes off from ....... km of ........ canal and water rate assessment and 
collection, is allotted to . . . . . . . . . society for a period of ten years, subject to the 
condition that the ownership of structures the entire distribution network, which 
will include all irrigation channels, acquired land and trees etc. will remain with 
the Government of Bihar. 

Both parties amongst whom (stated above) this MOU is being executed have 
agreed to execute the above mentioned works under the following conditions. 
Any change in these conditions willbe effective only after mutual consent of the 
two parties mentioned above,. 

Main Objectives 

1. The main objective of this MOU is to affect maximum utilisation of the 
available water by effective participation of farmers in irrigation water- 
management. 

2. By organising land-owners to work in an organisation i t  is essential that 
atleast 60% of the farmers of the area are members of the society. 
Government desires that 100% of the land owners of the concerned 
command area will join the society as member. It will be the duty of the 
society to frame suitable rules for increasing its membership. 

3. The other objective of this MOU is that the farmers community, may be 
able to effect increase in agricultural production on minimum cost and 
make profit by learning and implementing the agricultural and water 
management technology so that agriculture may become a profit-earning 
industry. This will include, minimising use of imgation water, and using 
best varieties of seeds, manures, insecticides etc. 



4. This MOU is being executed under the state irrigation policy adopted by 
the Government of Bihar to encourage participation of water-user 
association, so that many water-user associations may come up for 
providing participation in irrigation water management. 

Operation 

1. 'The DLC after obtaining such 'Patta' for a specified period to start with, 
will arrange properly all its activities for smooth functioning. 

2. The Water Resources Department willensure supply of adequate water as 
per accepted rotation of the system in time at the Head Regulator of the 
Distributary the turn over point, where from the management of DLC will 
start. The supply should not be less than last three year's average supply, 
and should be attempted to be the average supply with fluctuation of 
lo%, on either side. The Measurement of water will be jointly recorded 
and signed daily by a person authorised by both parties. 

3 .  DLC will decide most suitable, rational, and effective canal operation pl,an 
for distributing water in various sections of the comniand area of tlhe 
distributary, in consultation with the DLC. 

4. DLC will decide most suitable, rational, and effective canal operation plan 
for distributing water in various sections of the command area of the 
distributary, in consultation with the VLC. 

5. DLC and VLC will decide most desirable cropping pattern and schedulii~g 
of the agricultural operation (if needed in consultation with District or 
Block AO). In such a manner that peak demand of water is scientifically 
scattered with a view to optirnising the irrigation benefits with existing 
quantum of water supply. 

6. DLC must arrange proper supervision to ensure timeliness and adequacy 
of internal distribution of water as per canal operation plan decided vide 
3 above. Monitoring of this should be done regularly in fortnightly 
monthly meetings. 

7. (a) A policy decision was made by the State Government in  a meetir~g 
headed by Development Commissioner on 0811 111988 to enable on 
priority basis voluntary consolidation of land holdings in a manner ,to 
have irrigation field channels and chak roads on one side and field 
drain on another end of consolidated plot of each farmer. CADA 
was given the responsibility to prepare contour map on village map 
align and construct field channel chak roads, field drain on this basis 
and help in consolidation (voluntary) of land in between these. 



(b) DLC will take initiative in this direction and motivate farmers to 
enable respective CADA to initiate action in their command. 

(c) Specially for rabi irrigation and economy of water use, field-channels 
are most desirable which should be got scientifically aligned and 
constructed with the help of CADA. 

(d) DLC and VLC would take responsibility of maintenance, repair and 
proper functioning of those field-channels, chak roads and field drains 
also. 

(e) Voluntary consolidation of land will necessitate improvement of 
inferior land by levelling, improved drainage, agronomist assistance, 
soil culture etc. to minimise resistance to this from any corner. 
CADA, Agriculture Department, Agricultural Research Stations, and 
other extension services must help in these respcct. 

8. DLC will try to update the system by updating the outlets number, 
locations realigning field channels as mentioned above, in which full 
technical and financial help free of cost will be made available to them at 
their request by the line agencies - both WRD and CADA. 

9. DLC will ensure proper rationing of water in case there is unexpected spell 
of drought to save crop of entire command or as large as possible area 
without any discrimination for maximising production even in such 
condition. In year, supply will be proportionately reduced as per 
government policy DLC must however, be informed of this, in advance. 

Similarly even in case of excessive rain proper escaping will be managed 
without causing damage to conveyance system and crop. 

Law and order authorities will come to help, as if the management is 
directly under government, if such request are made by DLC. 

10. Social forestry including extensive arboriculture on canal land will be done, 
and scope of subsidiary occupation for landless and marginal farmers will 
be explored by DLC Government will help in these activities. 

1 1. Communication system-telephone wireless in case of long stretches of the 
system at suitable places should be provided as per availability initially by 
the Line Agency and maintained and operated properly by DLC. 



12. DLC will maintain record of area irrigated. After every irrigation of fielcl 
signature of the farmer or his representative should be taken on register 
kept for this by VLC. This should form basis for report, as well a!; 
assessment and collection of water rates. In this register for each plot area,. 
name of owner, date of irrigation and signature of representative should be 
written. 

13. The DLC will keep contact with the District Council constituted under 
Bihar Panchayat Rajya Act, 1993 to fulfil the requirement under section 
71 (iii) of the Bihar Panchayat Rajya Act 1913 (Bihar Act 19, 1993), 
whose objective is exactly the same which is being tried to be achieved by 
this MOU. 

Special Incentive: 

In order to achieve the objectives of the optimum and judicious use of available 
water most effectively, preventing unauthorised use, and bringing maximum 
area under irrigation following incentives would be given to the DLC if 
demanded. 

(a) If Government of Indialworld Bank offers grant for encouraging the 
activities being managed by the DLC. These grants and facilities would be 
extended to the DLC. 

(b) Services of one Junior Engineer would be spared to the DLC if demanded 
for water management in the jurisdiction of the DLC for a period to be 
mutually agreed. The JE so deputed will work under the control of the 
DLC. His salary and allowances will be borne by the Government. 

Maintenance 

1. DLC and JEISDO incharge of the system will jointly make a survey of the 
system, its each structure, and prepare a note on the existing conditjon of 
the system, which shall form a part of the MOU. 

2. The DLC after taking over the system, properly operate and maintain the 
same with resource at their command. They should operate in such ;I 

manner that the system does not breach and deteriorates, rather it is 
gradually improved by them to their full satisfaction, and becomes capable: 
of reaching water to the remotest corner also. 

3 .  After every season the system, including its banks, structures, gates, hoists 
etc. should be repaired by DLC with intention to bring them to their full 
utility. 



4. The banks of canal and side cutting lands (chat) should be kept free of 
encroachments and maintained in the manner provided in the Bengal 
Irrigation Act, 1976. 

5. A detail list of present encroachments ill be prepared jointly by the WRD 
and the DLC and the State Government will ensure their removal. 

6. Maintenance of service road will be the responsibility of the DLC and the 
Government Officers will have right to use it free of cost at all times. 

7. The Water Resources Dept. and DLC should make survey of trees and 
other assets jointly and a proper inventory signed by both parties should 
be maintained and form part of MOU. The responsibility of security and 
maintenance of trees will be of DLC. 

8. For the maintenance of the canal system no fisheries lease or fish catching 
operation should be resorted to by any one. 

9. No permanent obstruction or construction in any of the system will be 
allowed. Any existing obstruction at present should be got removed by 
the WRD as their continuance will restrict water supply lower down and 
will negate the very purpose of improvement. 

Assessment & Collection 

1 .  Under the provisions of section 5 of the Bengal Imgation Act, 1876 the 
State Government will authorise the ChairmanISecretary of the said 
Farmers Organisation to recover water-rates of the area which is being 
irrigated by the system since long under sections 82, 83 & 84 of the Act. 

2. The DLC will be authorised by the Government to retain 70% of the 
revenue collected from the fixed area for the purpose of operation, 
maintenance improvement and service charges connected with operation 
and maintenance of the canal system handed over to them in fulfillingthe 
objective and functions mentioned in the MOU and pay 30% of the same 
to the WRD, as their share for the 0 & M of parent canal. 

3.  The DLC will keep record of each watering in  the individual plots, and 
prepare bill of water rates at the rates approved by the Government and 
will let the farmers know the demand soon after the imgation season. 

4. The beneficiary farmers must pay the water rates within three months of 
the date of demand, and if any one fails to pay the same the DLC will have 



the authority to stop giving water to the concerned farmer in next season, 
apart from taking action for realisation as governmentDemand on the 
authority provided in the Act, section 85 of the Bengal Imgation Act 
1876 and B and 0 Public Demand Recovery Act 19 14. 

Dispute & their Resolution 

1. There may arise dispute between 

(a) DLC and WRD 

(b) DLC and VLC themselves. 

(c) Any farmer and VLC or DLC themselves. 

(d) One farmer and the other farmer regarding distribution of water. 

2. Any dispute between DLC and WRD will be resolved by a committee of 
arbitrators, of which one member will be appointed by the WRD., one by 
the Farmers Organisation and the third will be the Presiding Officer, who 
will be an agreed candidate by both parties. The award of the committee 
will be final. 

3 .  Dispute between DLC and VLC if any should be resolved first by mutual 
discussion between both and if not resolved then it  will be decided in 
meeting of the general body. I f  it is very grave MOA 's' provision for 
superseding the VLC and fresh election may be adopted as last recourse. 

4. In case of grave charges by individual farmers against the office bearer:; of 
the DLC or VLC respective general body should decide the issue. 

5 .  I n  case of violation of canal operation pIan fixed by CLC and/or DLC: by 
any farmer or a group of farmers for their personal gain at the COS~. of 
others or by way of stopping diverting water flow by wasting water the 
VLC or its SecretaryIChairman will 

(1) First of all. intervene and warn the errants and ensure proper 
adoption of the accepted canal operation plan. 

(2) If the errants still continue to disobey 

(a) the water supply to their fields should be stopped and 
provisions of section 76 of the Act will be applied by the 
VLCIDLC. 



(b) Penal irrigation rates applicable for Unauthorised Irrigation will 
be levied by the Committee on the field so benefitted. 

(c) Penal provisions by officers under Section 93 of the Act will be 
imposed on the reco~n~nendation of the VLCIDLC. 

Executive Engineer 
Concerned Division 

ChairmanISecretary 
DLC 



FORM - 1 

[Please see Rule 3(2)] 
Application for Long Lease 

Village . . . . . . . . . . . . . . . . . . Pargana . . . . . . . . . . . . . . . . Distributary . . . . . . . . . . . . . . . . . . . . 

1. I as of ............. agreeing to abide by the provisions of Bengal Irrigation 
Act 1876 and rules framed under section 99 (c) of the said Act hereby 
request for supply of water of imgable holdings of the sector of land 
comprising of vil1agesni.-ntioned below for the purpose of imgation. From 
1st June to 15th March for ten years from the above mentioned 
distributary. 

2. I further agree that part of water-rate chargeable for Kharif season @ Rs. 
....... per Ha. and for Rabbi season @ Rs. ...... per Ha. will be deposited 
by my organisation in two instalments one before the 30th June for Rabbi 
and before 31st March for Kharif, after collecting the same from the 
individual farmers. 

3. Any increase in this rate of irrigation if ordered by the Government during 
the 10 years period of the lease, will be acceptable to the society. 

4. 30% of the water rate collected by the society as per clause 2 above will 
be deposited by the society with the Govt. and 70% will be utilised by the 
society in discharging the responsibilities given by the Government to the 
society as per M.O.U. for which proper account will be kept which will be 
always available for inspection and audit by the Govt. and in  case the 
a~nount is not relnitted to the Govt. i n  time the water supply will be 
stopped fronl the next season. 

5. On expiry of lily tern] of office the . . . . . .. . elected of the organisation in 
m y  place will be bound by these conditions. 

Encl : Note : (For Asarganj the water-rate will be as per Court Order.) 

1 .  Listofvillagesand 
area with signature 
of Presidents of VLC 

2. Copy of Registration 
deed of DLC 

3. Proof of election of 
SecretaryIChair~nan of DLC 

Signature of Secretarylchairman 
Farmer's Organisation 

(Seal of Office) 

Annexure -1 

Name of Village Area of Land Total irrigated Signature o f  Signature 

to  be irrigated Area President o f  VLC o f  Witness 



FORM - 2 

(Please see Rule 4) 

Permit for Long Lease 

Permit No. 

Application No. . . . . . . . . . . . . . . . . . . . . . . . . . . . .Date . . . . . . . . . . . . . . . . . . . 

Name of Farmer Organisation: 

Name of Pargana: 

Area of Irrigable Lard: 

Name of Distributary: 

Location of Head Regulator: 

Full discharge at HR 

Period of Irrigation: 1st June to 15th March 

Rate of Water: Khari!' before 3 1st March Rabbi before 30th June. 

Name of Chairrllan/Secretary of FO: 

Period of Permit: 

No. of Distributary in records: 

This permit is issued under the provisions of Bengal Irrigation Act 1876 and 
rules framed u/s 99 (c) of the said Act. The water-rate will have to be paid 
every year even if there is no demand of water. 



Annex F 

PROFILE OF ARP AREAS 

PAR~CULARS PALIGANJ GARA CHOUBEY JAMUNIA ASARGANJ 
DISTRIBUTARY BRANCH CANAL BRANCH CANAL DISTRIBUTARY 

Name of the project in which Eastern Sone Canal Western Sone Canal Gandak Project Badua Reservoir 
research area is situated System System Project 

District & Block Paliganj and Bikram Ram garh Harsidhi Tarapur 
(Patna) Mohma & Kudra (Rohtas) (West Chunparan) (Mongher) 

Name of the Channel and head I. Paliganj Distributary I.  Dungri Disty. 1. Dhawahi sub- Asarganj Disty. 
discharge in cusecs ( 180) (19 cusecs) distributary (63)( 120) 

2. Chandaus Sub- 2. Barhupur Distributary 2. Harsitlhi Minor 
Distributary (25) (20 cusecs) (1 7) 

3. Bharatpura Sub- 
Distributary (25) 

Total length of canal 26.0+6.8+5.1+37.9 10+8 = 18 4.27+2.59=6.86 11.77 (Adras 
network (km) 2.8 (Channel) 

Extra prop 40.7 

Month and year of June 1988 
start of ARP 

Cross Command Area (CCA) 14,867 Ha. 

Culturable Command Area 12,197 Ha. 
(CCA) 

Average Rainfall in the 100 cm. 
study area 

Name of Agro-clirnateological zoned 
zones 

Sept. 1991 
Sept. 1993 

January 1991 December 199 1 
September 1993 

2.277 Ha. 6,980 Ha. 5,061 Ha. 

1,265 +753 3,179 Ha. (D) 3825 Ha. 
=2,018 Ha. 91 8 Ha. (H) 

103.1 cm 121.4 crn 125 cm 

zoned zone-4 zone-6 
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Main Crops 
a .  Kharif (June to October) Paddy 
h .  Rahi (October to March) Wheat. Pulses 
c. Hot Weather (March to June) Nil 

A\,erage yield 
( i )  Paddy 
( i i )  Wheat 
( i i i )  Pulse 

No. of villages under the 7 6 
study area 

N o  of Household in the study 
area (1991) 22 166 

Percentage of different 
category of farmers: 
( i )  Big 16.5% 
(ii) Medium 17.4% 
( i i i )  Small 38.6% 
(iv) Landless 27.5% 

Farmers organisation created: 
( i )  at branch level Nil 
(ii) at distributary level I 
( i i i )  at village level 52 

Paddy 
Wheat. Pulses 
Nil 

Paddy 
Wheat, Moong 
Nil 

Nil 
I 
3 1 

Paddy 
Wheat, Pulses 
Nil 

N.A. 
N. A. 
N.A. 
N.A. 

Nil 
I 

BEST AVAILABLE DOCUMENT 
- ,  

.. - .' 

116 



Annex G 

COMMAND AREA DEVEWPMENT AUTHORITY 
FO IN IRRIGATION MANAGEMENT 

l t a n  St* Area - Candak Sone 
Taruan Minor 

Sophue Minor Nauaka Tola, Rm Nagsr Jian Minor Marwan Minor 
Minor Bankat Minor 

District 
Initiation Year 
CCA (Ha) 
Beneficiaries 
Prevailing Condition 

West Champaran 
1975-1 976 
75.3 
210 
- Farmers not aware of 

OFD works 
- Adequate water 

available 
but last yield. 

East Champaran 
1977-1 978 
88.3 
N A 
- Head reach crops 

damaged due to over 
irrigation but tail 
reach suffer. 

West Champaran 
1985-1 986 
223.71 
630 
- Head reach crops 

damaged due to over 
irrigation but tail 
reach suffar. 

- Inter village group 
rivalry 

Muzaffarpur 
1986-1 987 
233.6 
233 
- Water availability 

uncertain. 
- Distribution poor. 
- Cropping intensity 

low (108%) 

Muzaffarpur 
1989-1 990 
300 
N.A. 
- Water availability 

- Distribution poor. 
- Cropping intensity 

low (108%) 

Patna 
1976-77 
51.4 
77 (All castes) 
Farmers not aware 
the importance of 
OFD works. Water 
scarcity was prevai- 
ling dhs to tailend 
locatlon. 

Objectives To apprise farmers of To apprise farmers of Water management by Increasing cropping Replication of JlAN Land consolidation 
benefits of full OFD. benefits of proper water involving farmers intensity and producti- & OFD works. 

management vity by proper watar 
management involving 
farmers. 

Efforts : 
(i) Team formation - Engg. + Agr. + Co-op - Engg. + Agr. + Co-op - Engg. + Agr. + Co-op 

- Direct interaction with (allnteraction with (a)lnteraction with 
farmers selected farmers selected farmers. 

- Farmers suspicious. (b)- Cooperation assured 
No cooperation, hostile - farmers hopeful of (blcooperation assured. 

- Internal meeting better yield. - farmers hopeful of 
strategy formulation - Ready to spare land for better yidd. 

- Idantificction of soma physical systems - Reedy to spare land 
progressive farmers. - Ready to operate for physical syrtems 
appraisal of programme. channels and fdlow - Reedy to operate 

roster of Werabandi channels and follow 
- Progressive farmers roster of Warebandi 

convinced, they influenced 
more farmers, better 
platform established. 

- Engg. + Agr. + Co-op 
(a)lnterection with 

selected farmers. 

Ibl- Cooperation assured 
- farmers hopeful 

of better yield. 
- Ready to spare land 

for physical systems, 
- Ready to operate 

channels and follow 
roster of Warabandi 

Engg. + Agr. +Co-op Sone CADA deputed 
Attracted by the one A.E. who co- 
developments in Jian operated with the 
Minor (edjoining Mukhia in team 
area), the farmers formation. 
raquestad to take 
needful action in 
their area. The Joint 
Register convened 
their meetings and 
formed the FO and 
ragistered it (1 989) 



(ii) Organising Process 

System 
improvement 

Subsequent 
development 

General meeting. 

Farmers responded. (alTried to  formulate FO 

hopeful of better agri- 
culture returns, ready to 1b)Farmers suspicious. 

follow Team's directions not agreed. 
agreed for voluntary 
consolidation. 

Formulated co-operative 
Society 
(Registered 25.12.1 978) 

IaITr~ed to formulate ~~pm~~q 
for operation, main- 

tenance and take over 

of the Minor 
(b)Farmers hesitant 
(a)No physicd improve- 

ment till FO formulated 

(blFarmers of d~fferent 
group agreed. 
- Formulated FO 

(Registered 9.1 2.86) 

FO for operation. 
maintenance and take 

over of the minor 
(b)Farmers hesitant 
(a)No physical improvement 

till FO formulated. 

(blFarmers of different 
groups agreed 

- Formulated FO 

(Registered 16.5.881 

- Voluntary consolidation - FCs constructed by  - Minor repaired - Minor repaired Line Agency did 

work done, some progressive - FCs constructed by  - FCs constructed by  not cooperate 

- FCs, FDs. Farm-roads farmer CADA CADA due to appre- 
constructed . Roster of Warabandi - Laterals by  FO - Laterals by  FO hension of 

formulated. - Roster of Warabandi - Roster of Warabandi losing their 

formulated formulated authority. 

Inputs made available - 
on  subsidised rates, 
proper water manage- - 
ment productivity 

raised by 300% 
Subsequently less 
attention by  CADA 

Secretary became 
dishonest. 
System not cared 

properly 
Water supply erratic. 
systems damaged badly. 
productivity fell down 

to  pre-project period 

Water distribution 
proper 
Productivity raised. 

Less subsequent atten- 

tion by CADA, water 
supply erratic-system 
collapsed 
Farmers made society 
for inputs management 
Head reachers bene- 

f~ t t ed  general farmers 
suffer 

Water distribution 
proper 
Productivity raised. 

by 250% 
Water supply improper 
Society members 
conscious 
System alive but 
at slow rate. 

Society died. 
- Proper distribution 

- Productivity raised 
cropping intensity 

raised t o  170% 
- CADA active 
- Secretary slack 

- Farmers active but 
cared least for free 
inputs but care most 

if some investment 

made by  them 
- Secretary made active 

by  farmers 
- Society alive 

- Farmers happy. 

Formation of Chakbandi 

Samiti consisting 
7 persons representing 

each caste,groupand 
sector from the benefi- 
ciaries.. 

Evaluation of ruts for 
chakbandi based on 

social justice and 

on the line of tha 
interest of the farmers 

Vduntary consdidation 
work done. 

OFD work done. 

- Augmentationof water 
supply through wind 
pump initiated. 

- SCADAdhcWfor.vai- 

lability of inputs for 
initial period. Then they 
lost further interest. 



Experiences 

Lessons 
Learned 

- Society rises w ~ t h  Farmers are not ready - 
sincere leader. to  bear any loss but 

- Once faith ~n Society they are eager to  avail 

ehattered, it IS very direct benefits, 

- arduous to revlve it. monvational process has 

to  be continuous. 

Farmers are capable of 

sharing the responsibi- 
lities provided they get 

water properly, but 

they are not ready 

yet to make regular 

Investment i n  repair 

or O&M in general. 

Needy farmers respond Farmers suffering Sooetyriseswimarmnted 
quickly and take risk from scarcity and Govt. officer and honest 
11 convinced of uncertain water leader among farmer. If 

benefits but they delivery are keen fdhinleajaatipedolbrm 
need quick and proper for action and then success becomes 

guidance. prospects have to  doubtful. 

be explained to 

them and motivational 

effort mounted. 

Without a clear 

policy, the 
programme cannot 
succeed. 

The line agencles as well Llne agencies should not If the policies are clear Line agencles should be There should be 1. The line agency as 
as the farmers should be act i n  hurry. FO should the farmers will cooperate. positive, responsive a clear policy and wellas farmersshould 
vigilant. Renewal or be allowed time for and active. modalities of i ts  be vigilant to select 
replacement of leadership capab~lity build~ng. implementation. suitable persons to 
has to be attended to. conduct works. 

2. The scheme could 
not be replicated in 
neighbouring villages 

d u e  t o  s o m e  
i n c o m p l e t e  work  
r e g a r d i n g  l a n d  

levelling for which a 

provision was kept in 

t h e  b u d g e t  o f  
SCADA. 

3. D o u b t  o f  s o m e  
farmers that  the 

M u k h i a  i n  
collaboration wi th 
SCADA might has 
benefitted at the cost 

of  members.  So 

SCADA should be 
transparent in dealing 
with public work. 

-- -- . . . - -- - - 

Case study prflpflred b y  Er. 1.0. Prasad, WALMI. Patna 
Abbrevlat~ons: Engg - ID. CADA. 

A Q ~ .  - Agriculture 

Coop: Cooperative Dept. 



Annex H 

VAISHALI AREA SMALL FARMERS ASSOCIATION (VASFA) 
A CASE STUDY O F  RURAL ORGANISATION-BUILDLNG 

Vaishali falls in the alluvial plain of North Bihar. It was the seat of perhaps the 
earliest republic in India. A cultural revival programme was launched here by 
Late Sri J.C.Mathur, who started his career as a Sub-divisional Magistrate in 
early 1940s. This provided a boost to interaction with the masses. However, 
agriculture in the area was waiting for a new initiative. It was thought 
appropriate to take up this initiative in the voluntary sector. Late Mr. J.C. 
Mathur once again provided the leadership to the FFHC tearn that was 
operating the nationiil pro_cralnnle. The area is floating on water. However. 
the texture of the soil 111:itle oslllosis process in the rootlets of the standing crops 
ineffective. Therefore. even the see~ningly rnoist soil needed frequent irrigation. 
The project had. therefore, to accept irrigation as the key objective for bringing 
together farnlers. Ti~bewel l irrigation was the appropriate instrument. 

Sponsoring Organisation 

Freedom Fro111 Hunger Canlpaign (FFHC) India, as the agency for routing 
external NGO assistance for agriculture was the lead organisation. 
Indo-Norwegian Solictitrity Fund agreed to provide the financial resources for 
VASFA progr~il~ll~lt.. The group tubewell progralllllle was funded by loan 
assistance fronl Central Bank of India on usual ternls: The Union arld the State 
Departrner~ts of Agriculture offered technical and extension support. FFHCwas 
converted i lit0 a registered society -Peoples Action For Developnlent India 
(PADI) - and i t  continued its support and involve~nent with VASFA. This 
organisation ~nerged with CART - Council for Advancement of Rural 
Technology - and a joint body is now called CAPART. The involvement 
continues. 

15 additional Association of farrners on the pattern of VASFA were organised 
in the decade of seventies itself. The initial developnlent assistance for this 
enterprise was provided by Danish International Development Agency 
(DANIDA). VASFA and specially its horlourary consultant Mr. K.  D. Dewan 
headed the organising effort. 

Project Details 

There were two phases in completing the total programme. FFHC initiated 
Mr. K.D.Dewan into the project area of VASFA in 1969. The Association was 
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registered in 197 1 .  I t  covered 14 villages in two contiguous Blocks of Vaishali 
and Saraiya. There was a total membership of 700 landowners who were to 
join 36 group tubewells in all. The total area to be covered was 328 hectare. 
These tubewells were co~npleted. by 1975. 

This work generated enough interest. Therefore, from the funds available from 
DANIDA, 15 additional Associations were formed on the pattern of VASFA 
in  the districts of Vaishali, Muzaffarpur, East Champaran and West Champaran. 
These Associations were spread in  219 villages with a membership of 9300 
land owning families. A total of 290 group tubewells were completed by the 
project by 1980. 

The donor assistance was of the order of i R  9 million and Bank Credit of IR :20 
million. The donor fund was used to provide margin money for bank loan. A 
part of the rnoney was also kept in fixed deposit so that its interest wo~lld 
provide stable income for the organisation. The farmers undertook to retu,rn 
the entire cost of tubewell in prescribed instalments. This has been achieved. 
The following table of VASFA operations from April 1990 to March 1993 
explains the financial status of the society. 

Amount 

I .  Expenditure. largely establish~nent 204,397.28 

11 I~lco~ne (Source wise) Total 179.656.50 
a .  Service charges including 

doniitions: 63,559.33 
b. Membership fee & nliscellaneous 37.08 1.97 
c.  Bank interests on margin nloney 

& other funds. 79.015.20 

111. Net deficit (3 years) 24,740.78 

IV. One year deficit 8,246.93 

The poor financial conditions of farnlers i n  the area was realised and a rllinimum 
provision for stable source of income was made. The farmers have been able 
to generate higher income. They can easily meet the present deficit and are 
planning to do so. 

Organising Process 

The decision to locate the project in  Vashali area and establish a farrllers 
organisation was taken by FFHC India. Since the objective was to prornote 
111oderrl agriculture a voluntet.r was identified from Haryana. This volunte~:r 
had a lorlg experience wit0 rrrral organisation and was prepared to work as 



almost a honourary Catalyst. All operational decisions regarding the project was 
taken by FFHC in consultation with him. 

The volunteer carried out a benchmark techno economic survey in co-operation 
with local leaders. The state government functionaries provided him the needed 
assistance. I t  was a proble~rr-oriented survey. The land was fertile but suffered 
from technical deficiency. The soil structure was such that frequent watering 
was needed to reach water to the rootlets of the crops grown. That security 
was possible through tubewell irrigation, since ground water .was in abundance. 
However, land holdings were very small, mostly less than one hectare and that 
too fragmented at several places. Group approach was the only viable 
approach. The far~riers were not accusto~ned to organising for water 
developlnent and use. They were a highly divided lot, the preceding cultural 
activities notwithstanding. The task of organisation building was daunting. 
Si~nultaneous action was needed on several fronts. 

The i~nportant task was to create an awareness about the problems and the 
potentials among the local people. This could be undertaken by identifying 
willing local leaders. The fourteen villagesselection followed the availability of 
willing leaders. Once achieved, group meetings and mass meetings were 
organised to motivate farmers for group tubewells and improved agriculture 
from dependable water supply. The result was the programme in the 14 
villages. 

The ~nobilisation of bank finances was also not easy. Group financing to small 
and ~rlarginal far~rlers was fill1 of risk. The process of protracted motivation and 
negotiation followed. The Bank agreed but put across their condition. They 
would deal with a duly registered society, that society will have to stand 
guarantee for recovery of loans, apart from the collaterals offered by the 
Group. VASFA was the promoter. I t  agreed. 

The legal instruments arranged was two sets of agreement. The first was an 
agreement between owner of the land on which tubewell was to be installed, the 
co-sharers in that tubewell and VASFA. The terms of access to tubewell was 
secured. The second agreement was between the Bank, the cosharers of the 
group tubewell and the VASFA. The VASFA was registered under the 
Societies Registration Act (1860) and assumed full legal status for guarantees 
that were needed. 

The Association evolved an innovative organisation pattern. In actual practice 
the method of election and cornposition of executive committees was designed 
to permit autonolrlous functioning and dernocratic processes. Except for the 
lowest tier the other two tiers had a rnix of direct election of the chairman to 
head the executive cornlnittee co~nposed of Dalpati from the tubewells and 



Chairman of the Zonal Committees. The Chairman of VASFA had one year 
term and the post is to rotate between the three zones in which all the 14 
villages have been divided. The following chart will explain: 

~r~anisa t ional  Chart of VASFA 

Unit Mandate Status 

1. a. Chair~nan VASFA Members Direct election 
b. Executive Committee Zonal Committee Powers of the 

Chairmen Dalpati Registered 
of Tubewell. Society. 
General Secretary 
nominee of financing 
Bank. 

2. a. Chairman Zonal Members 
Committee. 

b. Executive Co~n~nittee Dalpatis 

Direct election. 

Inforrnal 

3 .  a. Dalpati Members Informal Tubewll 
b. Vyasthapak Members Committee 
c. Operator Nominated by 

above two 

Landowners & Electorate. 
landless. 

'The process of orgariisi~lg was started with VASFA. The identification ,.IS 
villages and locations had taken place during the awareness phase. However, 
VASFA orgarlised the tubewell co~nrnittee and the zonal colnlnittees. A higher 
level un i t  was first organised. I t  took LIP the election and constitution of the 
two lower units. The negotiation with the Bank and other funding agencies was 
taken up by VASFA. Thus. VASFA got its status because of its service strength 
within the area and bargaining position with the organisations outside. 

A three tier model appeared from the demands of ti~bewells as also moclern 
agriculti~re. A single tubewell was too s~nall a un i t  for an effective organisation. 
Its servicing needs could be supervised by a higher level zonal body. Sincse 
active farrners were short of tirne, smaller organisation was appropriate. I t  did 
not make too ~lli~ch delllands. Besides, local politics could be managed better. 
VASFA could not look after day to day affairs of the tubewells since its change 
was substantial. I t  was looking after provision of support services in  a range of 
activities. In  ef'fect then, irrigation was left entirely i n  the charge of the ti~bewt-ll 
colll~nittee. 



The first task was to identify a group of farmers who were willing to have a 
commori tubewell, along with a farq~er who was willing to have the tubewell on 
his land. Every landowner i n  the command was made a member of the 
tubewell committee as also VASFA. These members then proceeded to elect 
two office-bearers for the management of the tubewell. The Dalpati or group 
leader was charged with the responsibility of running and maintaining the 
tubewell and the channel. The Vyavasthapak or the organiser was to look after 
the supply of water to each plot in the command and was to control the 
accounts. A check and balance was thus introduced. These two elected 
members were authorised to appoint an operator. These three composed the 
executive cornrni ttee that managed the tubewell. 

The Zonal Co~n~nittee looks after the overall development activities of VASFA 
within its jurisdiction. Its fi~nctions were wider than merely irrigation. Thus. i t  
did not come in  clash with the tl~bewell committee. i t  co~nple~llented and 
supported the work at the lower level. 

These two informal levels were structurally linked with the duly registered 
VASFA and had legal status only through VASFA. The recognition of the 
ti~bewell group by the bank was only through VASFA. The additional funding 
was arranged by VASFA. The leadership of VASFA was recognised on the 
basis of services its rendered. The larger area of VASFA operations allowed i t  
to undertake functions that tubewell co~n~nittees could not conveniently 
undertake. All the three tiers had their fi~nctional jurisdiction carved out. 

Functions 

VASFA is not an irrigation develop~nent programme. I t  is a small farmers 
association, improved farming is its objective. Irrigation is the basic means of 
that i~nprove~nent. VASFA and the replicated societies' aim at joint ownership 
of certain means of prodllction as also undertaking provision of inputs and 
services for modern agriculture. As time passed, additional fi~nctions in the off 
farm sector have also been undertaken. By now VASFA function extends to 
a number of activities. These are:- 

( 1 )  Integrated agriculture develop~nent programme. 

(2) Procurement, storage and distribution of purchased inputs. VASFA has 
undertaken agency of IFFCO, fertilizer manufacturing organisation in the 
co-operation sector. 

(3) Farmers service centre through a mechanical workshop, undertaking 
repairs of agricultural tools, implements, diesel engine, pump sets, 
tractors, etc. for members and non members alike. 



(4) Government sponsored activities of bio-gas, sanitary latrines, drinkir~g 
water tubewell, rural houses. It has developed designs and specificatiorls 
which are economical. 

(5) Training programmes under Trysem under Rural Development Deptt. as 
also programmes designed for its members in the field of modern 
agriculture, upbreeding of indigenous cattle, social forestry, etc. 

The Association's functions have expanded to meet emerging needs. The 
Association considered itself a development organisation so as to meet the 
demand of the local rural community for farm and non-farm activities and to 
improve the quality of social life. However, the irrigated agriculture still 
remains on the top of the agenda inore so of the zonal and village units and the 
Association has ambitions to saturate the area with tubewell irrigation. This 
expansion in irrigated agriculture is designed to promote further diversifications 
of functions. 

Sustainability 

VASFA has sustained itself since its inception in 1971. The construction of 
tubewells was cornpleted in 1975 and it has continued to manage them for the 
last 19 years. In fact. i t  is during this period that the 15 more Associate:d 
Societies on the pattern of VASFA had come up, with 800-1000 families in  
each. PADI, the sponsoring organisation had set up consultancy cum-guidance 
centre in  Vaishali i n  1984 for undertaking advisory and training role for the 
niembers of the Association as also others. I t  has the needed infrastructure to 
take a qiiantiii~l jump in its performance. The replication of the VASFA model 
has so far succeeded and all the 15 Societies are functioning. This sustainability 
of the experience has to be analyzed in terms of organisational, managerial and 
financial aspects. 

The Society's structure is intact. However, the functioning of the democratic 
process is not as vibrant as in  the initial years. The inter-action between the 
three levels has not evolved processes and patterns that generate motivation fbr 
leadership renewal. improved performance and measures for more income. The 
meetings of the Executive Committee of VASFA take place as and when 
required and not regularly to bring Inore tubewells and more agriculture with 
a vision to go forward. There has also been problems in the implementation of 
the tripartite agreements. The Association has realised this. I t  is in the process 
of a major review of its organisation. The short comings have emerged from 
this review. A structi~ral change is under discussion. 

The Association has tried zlected managers. However, these managers are not 
i~nifor~nally ~notivated or zffective. Good quality managerial leadership has not 



been unifonnally realised. Electoral process has not succeeded i n  weeding our 
poor leaders. Almost 50 percent of group tubewells are not functioning. Out 
of these 12 tubewells can be made operational with petty repairs, while 6 will 
requires renovation/ resinking. .The work is under process now. The elected 
managers have carried on routine work but have not been able to build reserves 
that can address renewal of tubewells and their effective performance. Elected 
managers can perform if the dual pressure of the constituents and the higher 
level units do inore frequent internal appraisal and force renewal of mandate. 
Managers have to feel there is a challenge and reward. This complex issue in 
rural management has to be squarely faced. 

The financial sustainability has been a remarkable achievement. The group 
tubewell does not receive any subsidy. However, the Association did not build 
a service fee concept in its operation that could establish a sound financial status 
and reserve for asset renewal and expansion. The low financial status of 
members was seen as deserving of state assistance. The deficits are presently 
being met from development grants from CAPAKT, and surplus from other 
activities. I t  is reported that the present deficit would be only Rs.321- per 
family per year i n  case of VASFA tubewells and Rs.421- for other tubewells. 
The farming families can surely meet this cost and provide some extra funds to 
go into a reserve fund. Presently, the Association has financial difficulties. 
However, i t  appears that VASFA has succeeded in  generating Inore than 
Rs.21,000/- per year as service fees and public donations annually. The means 
for raising the level of this contribution exists and is under its consideration. 

So far the Association has si~cceeded in retaining its identity. expanding its 
fi~nctions and continuing work. I t  has followed the development philosophy of 
the seventies when econoinic returns was as important as the financial return, 
The entire environment ischanging Group of asset owners and users must make 
adequate paynlent to sustain the asset. This can provide the incentive to control 
the managers, reduce maintenance costs and take steps to increase productivity 
and incomes from the assets of land and water. The Association will have to 
take note of the lessons learned in  its operations so far and work towards 
strengthening sustainability further. The overall review of VASFA work now in 
progress has to take note of the changing perspectives of develop~nent during 
the present decade. 

Lessons Learned 

(1)  Even after working for long years, the expected attitudinal changes for 
self-dependence, social cooperation and integrity of purpose remains to 
be adequately realised. Motivational effort can achieve positive changes 
in the organisation at suitable intervals only if i t  is sustained and addresses 
itself to needed changes. 



(2) Lack of quality leadership can hurt operations in a multi- tier organisation. 
The u~nbrella organisation, such as VASFA, has not been able to force a 
change of such leadership. Innovative institutional approaches and 
incentives are required irrcluding internal evaluation of performances, 
mutual pressure and correction between various levels of organisation and 
clarity and consensus regarding process for renewal and replacement of 
leadership at various levels. 

( 3 )  Expectation of continuing outside help is not practical for an organisation. 
Starting from initial financial contribution as in VASFA, the level of 
members contribution needs upgrading to meet increased costs. More 
exacting standard can be set only when outside assistance is supported by 
higher contribution by the members and their increasing vigilance on the 
activities of office bearers. 

(4) A NGO requires initial capital and managerial assistance. Government 
can provide for i t  or help through donor-assistance. The funds so 
generated, if used as a revolving fund, can sustain organisation through 
critical phase and provide resources to deal with emergencies. The fixed 
deposit with banks has done this in case of VASFA. 

(5) Too Inany for~nal tiers in the structure of a rural organisation is 
superfluous. lnforlnal lower level units with formal links in the build up 
of the registered organisation provides for better management. ' A n  
executive organisatioll can sustain better with a single registered u n i t .  

(6) Government provides the support infrastructure that cannot be eas:ily 
replicated by others. A voluntary organisation can benefit l:>y 
participation in such support services while expanding its activities to meet 
the demands of its nle~nbers. 

Outlook 

The Association has i~rldertaken reassessment of its performance. The more 
important task is to adjust to tlevelop~nent objectives of the era of liberalisaticln. 
Irrigated agriculture has to pay more to sustain the organisation that is t'he 
instrument of periodic changes. 

The advantages and disadvantages of a mix of formal and non- forma1 entities 
is designed to reduce conflicts, complexity and administrative work. The 
Associations forllled so far are, however, considering a higher level Federation 
that can monitor the performance of each of these bodies, establish stronp,er 
control and conflict resolution mechanism, and ensure financial viability. This 
willalso be registered i~llder the Societies Registration Act. I n  fact. the VASFrA 
and the 15 other Associations have been learning frorn one another throi~gh the 
linksestablished by Sllri K.D.Dewan who is working as an honourary consultant. 



It is being considered to replace it by a formal institutional arrangement. A 
need based institutional arrangement for a larger number of Associations will be 
eagerly watched. 

The village is a basic unit since every group tubewell falls within the jurisdiction 
of a village only. A village has more than one tubewell. The concept of the 
zonal organisation of approximately 5 villages was designed for proximate 
coordination, and quicker response to constituents felt needs. The formal 
organisation started with the willing villages and they have remained together. 
It is not clear why more villages in  the administrative Blocks Vaishali and Saraiya 
did not join the parent Association. 

The extension of functions of the organisqtion has proceeded on the basis of 
opportunities for participating i n  public sector rural development programme. 
It  has not been self-evolving, in order to build entirely on the capability within 
the project area. This is an issue in which t he Association will have to rethink 
~ t s  priority. 

The Catalyst from the improved agricultural region of Haryana was found 
necessary to form the Association. The input required for VASFA was of a 
high order. I t  was much lower in the 15 replication projects. Additionally it 
can be said that Sri K.D.Dewan is more than a community organiser. He has 
now devoted his life in the area and such volunteers are very rare to get. Local 
leaders have been a support to Sri Dewan in carrying the message and in 
establishing new organisations. The message is clear that bulk of efforts has to 
emerge fro111 witliin the area when organisation building is taken up. The 
association is seriously seized with the means and the pattern of leadership 
generation, selection, renewal and replacement. 

Two decades is a long period to survive for a pioneering organisation. This has 
been a period of expansion. Tubewell irrigation, itself, has expanded manifold. 
In the command of the group tubewells also some private tubewells have come 
up. Problenls of a new era have to be faced. The Association has done well 
to acknowledge it. I t  has marked out all the critical areas such as leadership, 
functions. finances, and is i n  the process of intensive discussion. The concept 
of such a major review periodically will no doubt add to sustainability. 



Annex I 

EXTRACT OF MINUTES OF MEETINGS O F  TASK FORCE FOR 
ISPAN-SUPPORTED ACTIVITIES O F  WALMI, PATNA 

11 February 1994 

1. For proper assessment and realisation of water rate, the Farmers 
Organisation will need certain training. Revenue wing of W .R.D. is ready to 
impart such training to representatives of FO. If needed, the farmers can be 
suppported by the department for on job training for a period of one year. 

2. Regarding number of field staff required for assessment and realisation of 
water rate. Director revenue administration was of the opinion that post of 
Alnin should be combined iwth the post of Patrol. However, these field officers 
connected with assessment and realisation of water rate should not be imposed 
on the farmers organisation and it should only be made available if the FO make 
such requests. 

3. Regarding the issue of adjustment of field revenue staff withdrawn from the 
pilot area after turning over the rnanaement to the FO. Director revenue 
ad~ilinistration opined that they can be easily utilised elsewhere. Even if  this 
process of turning over the management to FO is adopted for the whole.state 
as per government policy. it  will require 10 to 15 years, during this period 
gradual retirement will take place and there seem to be no problem on the 
issue of adjust~nent of such revenue staff. 

4. Apart from above revenue aspecst i t  was opined that the Bengal Irrigation 
Act 1876 need not be changed and u/s 99 of the above act government is 
e~i~powered to formulate new rules. For turning over the management of 
distributary to fanners organisation new rules will have to be formulated. The 
proposed new draft rule should be thoroughly examined by the Law Officer of 
WRD. I f  required. a representative from Law Department should also be 
consulted and invited in the Task Force meeting. 

2 March 1994. 

The period of lease should be for 10 years as considered in long lease. The 
amount to be deposited by the FO to the Government treasury shall be on the 
basis of average area irrigated during the last three years. However, the area 
acti~ally irrigated by the system would be reviewed after 5 years and suitable 
decision on the question of progressive increase in the annual irrigated figure in 
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the command shall be taken. It is expected that after transfer of Management 
to FO the irrigated area will increase progressively due to better water 
management practices adopted by FO However, increase in revenue collection 
due to increase in irrigated area by the efforts of FO will be allowed to be 
utilised by the FO as incentive for the initial period of 5 years, so that the same 
should be invested by the FO for improvement of physical system of network 
to deliver optinium results of irrigation. 

16 March 1994 

It was decided that law officer should examine the legal aspects of documents 
prepared by WALMl and ISPAN consultants such as MOA, MOU, OPC for 
Irrgation Water Management through farmers organisation and turn-over 
process throughly in cons~rltation with Chairman. Now there will be no further 
formal meeting of Task Force. 

The WALMI's team was entrusted to prepare the final copy of the above: 
documents by incorporating all the modifications, corrections and decision:; 
taken in the meeting by 25th March 1994 and to forward i t  to the law officel- 
for his exa~nination. 

I7 August I994 

The clraft reco~li~~le~ldiitions were taken para-wise and discussed i n  detail. 
Necessary ~nodit?c;itions were suggested by participants. 

The changes niacle by !he by the participants in the previous task force ~neetitlg 
were disctlssed and accepted. 

The next steps were discussed at length. By and large. the chapter was 
accepted. A few ~llodifications in different action points were suggested. 



Annex J 

WORKSHOP RECOMMENDATIONS ON FOs AND OPC 

1. Farmer Organisation 
18 June, 1W4 at WALMI, Patna 

(a) Need for FO 

1 .  (i) FO is not an alternative but it is the only solution to water 
management in major and medium irrigation systems in the state. 

( i i )  Joint participatory management with the line agencies should be first 
brought about with informal FO for its eventual registration as a 
formal FO. This will facilitate a meaningful transformation to farmers 
managed irrigation system in  the future. 

(b) Promotion of FO 

2. The State Irrigation Policy indicates FO for the Channel and Sub-channel 
only. However, the workshop recommends that FO for bigger systems under 
Minor distribution System is necessary for promotion of FO. 

3. Tlie FO shoi~ld riot o~ily be econo~nically self-sustaining but self- 
generating. However, this should be considered on realistic basis. Government 
Budgetary provision is necessary for pro~notion of FO for which 5.00 percent 
of irrigation revenue may be earniarked. 

4. Promotion of FO can be done by the farmers themselves with the support 
of CADAINGO but since the irrigation department is the owner and 
administrator of the systeni. the responsibilities lie with WRD. This should be 
introduced as an item of work of WRD. under the Rules of Executive Business 
of the State. 

5. The structural frame of FO should be a non-profit rnaking service 
organisation. 

6. ( i )  The workshop recommends that the assistance of voluntary 
organisationING0 should be enlisted for organising the farmers as stated 
i n  the Naitonal Water Policy 1987. This role has to be different than that 
of a contractor. 



(ii) WALMI will have to be strengthen organisationally and with 
professional manpower to develop training modules and organise adequate 
number of training programlhes for the WRD personnel, for the formation 
of FO. 

(c) Registration of FO 

7. Registration is essential for legal entity. 

8 .  Organisation of Minor or distributary level as decided by FOs should be 
registered under Societies Registration Act, 1860. The VLC may function as 
an unit of Minor ~ i s t r i b u t a r ~  level committee. WRD should monitor and 
extend support in registration of FO. 

(d) Level & Tier of FO 

9. The workshop recolnlnends adoption of /and/of two-tier organisation at 
village level and Minor Distributary level (control point off-taking from Main & 
Branch Canal). 

10. The concerning deptt. shoilld interact with respective level of FO. 

(e) Sustainability and Incentive to FO 

1 1 . Financial sustairi;iI~ili~y is ;i 11i11st for a FO. 

12. Loan as and when required luay be sanctioned to the FO by the Financial 
institutions with the supi~ort of the line agencies/ CADA which will also assist 
in recovery of loan from the FO. 

13. Organisational support froni the line deptt. should be extended to the FO 
to the extent they desire which should be gradually withdrawn in about 5 years. 

14. The deptt. will provide the technical know-how, as and when required by 
teh FO plus ensure reliability. timeliness adequacy and equity in the supply of 
water at the regulator of the control point. 

15. Selection and training of sincere selflessand corii~~litted worker within the 
jurisdictions of FO is a inust for the sustainability of a FO. 



2. Organisational and Procedural Changes 
19 June 1994 at WALMI, Patna 

1 .  The workshop reco~~~~nends  that major changes in Law procedure and 
organisation can be initiated when sufficient experience in  working with FOs 
have been obtained. However, it is of utmost importance that procedural 
hurdle that have been identified in working with FOs in ARP areas should be 
taken up for immediate rectification. A turnover should be implemented 
immediately after the FO is willing to take up the responsibility on as is where 
is condition. Improvement in or updating of the system should not be allowed 
to be a precondition for transferring the system for FOs management. 

2. The workshop recommends that the responsibilities of Water Resources 
Department sho~~ld include the following: 

(i) To oversee and ensure regular meeting of DLC, 

( i i )  To train the FO for preparing operation plan and oversee its 
i~nplementation, 

(iii) To participate with the farmers in  assessment of maintenance and repairs 
required and prepare estimates. 

(iv) To conduct pcrfor~~~ance testing of the canal system. 

(v) To assist in  revenue assessment and preparation of demand. 

(vi) To assist in coordination of the different departn~ent for other inputs 
towards increasing productivity. 

(vii) Suitable amendments in the duties of the field functionaries of the line 
department should be made. If necessary government may like to 
consider creation of a task force to achieve these objectives. 

3 .  The workshop reco~n~iierids that the FO should be given a rebate of 5% 
on ti~nely paynient of irrigation water rate and side by side a penalty of 5% 
should be levied for late paynient as is the practice in other states. 

The FO should not be entrusted with the responsibility of collection of arrear 
water rates before the transfer of management. If rnutually agreed the 
concerned parties Iiiay enter into separate agreement for collection of arrear of 
water rate. 



4. The workshop recommends that the FO should be left free to collect 
suitable service charges as decided by them. 

5. The workshop feels that as recommended in the National Water Policy 
the involvement of Voluntary Organisation/NGOs should be taken for 
promoting farmers organisation and training farmers representatives. 

6. The workshop feels that WALMI should motivate the line staff and train 
them in bringing attitudinal changes from the administered system to the 
regulatory role and in the formation of farmers organisation. 

7.' The workshop recommended that the primary duty of collecting iind 
sending informationlreports etc. should be of the line deptt. at the appropriate 
level. 

8. The workshop recommends three tier committee for imple~nenting and 
monitoring the National Water Policy and State Irrigation Policy with regard to 
involveu~ent of FO in Water Management. 

(i) Top level colnlriittee under the Chairmanship of Chief Secretary with 
departlnental heads of WRD/Finance/Minor 1rrigation/CAD14/ 
AgriculturelRural Developnle~lt. 

( i i )  A regionirl c o n ~ ~ n i  ttee headed by Cl~airnla~l CADA with dcpirrtnlental 
heads of the at~ovc ~nent ioned departments. 

(iii) The third level colnlili ttee s h o ~ ~ l d  be at distributary/ Ininor level wht:re 
FO is being forlned headed by S.E. of that area and field officers of the 
concerned deptt. and representative of concerned FO. 

At Secretariatt: level there should be a senior officer exclusively for promotion 
of FO. 

The functions of the co~n~nittee should be defined further by Govern~llent of 
Bihar, wherever appropriate. representative of FO. NGO should be associatl:d 
i n  these colr~rni ttees in  due course. 

9. Primary objective of WALMI is to provide improvement in Land and 
Water Managerrlent for which, i t  is i l l  equipped. Now role of WALMl has 
acquired special importance and expertise in promotion of FO for which i t  
should be strengthened and provided with a nil11 tidisciplinary teaun as core 
faculty. Separate progralno(e fund and project fund shoi~ld be ~nade available 
to WALMI by WRD and nlatching assistance obtained from the four CADAs. 



WALMI should develop modules for training of - 

(a) Farmers, 
(b) Line Agency, 
(c) Other departments concerned with imgated agriculture and start 

training them. 

The other important role of WALMI will be to assist the line agency with the 
help of Voluntary OrganisationlNGO or others for extending FOs coverage in 
other parts of the state. 



ENGLlSH VERSION OF GUJARAT GOVERNMENT RESOLUTION 
REGARDING C O N m O N  OF A STATE LEVELWORKING GROUP 

Joint Imgation Management and 
Development with Government and 
beneficiary farmers partnership . . . . 
Appointment of State Level Working 
Group. 

Narmada and Water Resources Department 
Government Resolution No. PGT- 1093/2/k.3 

Sachivalaya, Gandhinagar 
Dated 22nd March, 1994 

Considering the need of feasible and optimum utilisation of the irrigation potential, 
being created after capital investment and expenditure on major, medium and minor 
irrigation schemes in the different parts of the State and thereby to increase the level 
of productivity stagewise, it has been experienced so far that the applicable aspects, 
like process from sanctioning irrigation applications up to the stage of irrigation 
recoveries, increasing O&M expenditure every year towards maintenance, repairs and 
management requirement, problems of unauthorised irrigation; satisfying the problems 
and requirements for the beneficiary farmers, i t  was considered since past few years 
to take cognizance of the experience gained in this matter in other States, 
recommendation and advice given by GO1 and also considering the experimental and 
pilot level schemes undertaken in the Gujarat State during last 3 years with the 
involvement of the locally available reputed non-Government Organisations with the 
principle of government and beneficiary farmers partnership towards participatory 
approach development in the first instance, followed by obligations and responsibilities 
to be fulfilled by the either side under specific Memorandum of Understanding, 
thereby encouraging and developing joint irrigation management on the irrigation 
schemes and systems, and ultimately based on actual experience to adopt policy 
matters. results and issue of the Government Orders was under considerations of the 
government. 

A consultation workshop was organised during February, 93 at WALMI, Anand 
for careful considerations and making appropriate recommendations. Representatives 
from GOI, Government of Maharashtra, NGOs, farmers cooperative irrigation 
societies, educational institutions, experts Mr. Benjamin from Philippines, Ford 
Foundation, European Economic Community and officers from the State Government 
participated in the above consultation workshop. Based on the recommendations in 
this workshop, suitable considerations and process at Government level was initiated. 
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It has not been possible for the State Government to increase the existing irrigation 
rates for providing irrigation facilities on different irrigation schemes at present 
eventhough such an increase in the water rates have become obvious; however, due 
to one reason or the another, neither the increase in the water rates nor the method 
uf supplying irrigation and measurements of the same for the imgation recoveries 
purpose could be enforced. On the other hand, in private sectors, farmers either 
individually or through organised groups bear all financial liability and capital 
expenditure for creating the facility of imgation for them and thereafter bear all 
expenditure toward O&M services. In reality, compared to the surface irrigation 
facilities controlled by the State Government through major, medium and minor 
imgation schemes and the imgation water rates in force at present, farmers in private 
sector underpay high capital expenditure and cost and co.rresponding high irrigation 
rates through their own irrigation facilities. Farmers ensures high productivity with 
security through their own assets. 

Farmers appreciate irrigation and water facilities ifassured of such facilities and are 
prepared to pay appropriate high water rates considering the surety about 
productivity. Such a situation to be acceptable to the farmers, it  is essential for the 
irrigation scheme and facilities to be efficient and competent in  all respects such that 
beneficiary farmers could be served with sufficient and timely imgation facilitieson the 
basis of equality with full assurance, Recommendation and deliberations for the: 
National level seminar held at Hyderabad during February, 92 stipulates and suggests 
to adopt and develop partnership between government and farmers for the purpose 
of joint irrigation management as a effective alternative and necessity toward irrigation 
management, O&M responsibilities etc. In addition for Narmada project, considered 
to be the life-line of the State, i t  has been considered and planned to adopt and 
regulate a policy for the irrigation potential to be available from Narmada project, to 
supply irrigation facilities to the group of regularly registered farmers at the village 
level and not to consider or provide irrigation facilities from Narmada project on 
individual farmer basis. The related aspects like irrigation recoveries and 
measurements of irrigation supplies and other requirements is proposed to bz 
implemented on this policy for Narmada project. 

RESOLUTION: 

After careful considerations on the subject, Government is pleased to appoint a 
State Level Working Group as below for implementing the above principle as a policy 
of Government on equitable and widespread basis involving registered water users 
associations of beneficiary farmers in  partnership with State Government, for 
encouraging and developing joint irrigation management policy and ultimately turning 
over all responsibilities for irrigation management and operations including 0 & h 4  
requirements. 

1. The Chief Secretary, Gujarat State Chairman 

2 .  Shri S.K. Shelat, Principal Secretary 
Finance Department, Gandhinagar. 

Member 



3. The Additional Chief Secretary, 
Agri. Coop and Rural Development Department 

4. Ad,ditional Chief Secfetary, - 
Panchayat and Rural Housing Department 

5. Secretary (Planning), G.A.D. 

6. Secretary, N and WR Department 

7. Chief Engineer (Panchayat) 
and Joint Secretary 

8. Chief Engineer (CAD) & Joint Secretary 
N and WR Department 

9. Shri Anil C. Shah, Principal Advisor 
AKRSP(7), 8, Jupitor Apartments 
Sardar Pate1 Nagar, Ahmedabad-6 

10. Commissioner (C AD-Water Management) 
Ministry of Water Resources, 
Krishi Bhavan, GOI, New Delhi 

11. Dr. John Ambler, Programme Officer 
Ford Foundation, 55, New Del hi-1 10003 

12. Chief Engineer and Director 
WALMI, Anand 

13. Shri Harnath Jagavat, 
Sadguru Sewa Trust, Dahod, Panchmahal 

Member 

Member 

Member 

Member 

Member 

Member 

Member 

Member 

Member 

Member 

14. Shri K.C.B. Raju, Vivekanand Research Member 
Foundation, Mandvi, District: Kuchh. 

15. President, Jeevandip Co-op. Society 
Zarnawadi, Ta, Valia, District: Bharuch 
(Pingot Irrigation Scheme) 

16. President, Baldeva Irrigation Cooperative 
Mandli, Ta, Valia, District: Bharuch 

17. Chief Engineer (D) and Joint Secretary 
N and WR department. Gandhinagar 

Member 

Member 

Member 
Secretary 

Above State Level Working Group willconsider following aspects for realistic and 
streamlined process in decision making and enable issue of the Government Orders for 
speedy implementation of the programme: 



Consideration for issuing policy resolutions of Government based Farmers- 
Government partnership in joint irrigation management and turnover policy. 

To consider pilot project schemes in the different parts of the State and needy 
areas in the first instance as an experimental learning experiences and 
development. 

Requirement of community organisers with the cooperation of NGOs for the 
farmers associations and their developments; through useful and willing 
officers/employees from different departments of State Government. Side by 
side to motivate and encourage useful and willing officers/ employees from 
different government departments for the purpose. 

Finalising terms and conditions for the model Memorandum of Understanding 
(MOU) to be adopted and followed by both the partners during transition 
period up to actual turnover. 

Finalising terms and conditions for the Bye-laws to be followed by the farmers 
association after the irrigation management and maintenance responsibility is 
turned over based on applicable legal provisions and act applicable in the matter. 

T o  consider priority requirements and policy to be followed against the demands 
from beneficiary farmers associations in case of completed or ongoing irrigation 
schemes for special repairs, improvement works or system rehabilitation etc. 
where beneficiary farmers and the concerned NGOs are ready to contribute 
some amount towards capital expenditure for the purpose. 

Consistent with the participatory policy and programm considered by 
government and with a view to develop the programme on long term and 
sustainable basis with the cooperation and partnership of the farmers associations 
suitable restructuring of the organisations and activities of N and WRD including 
required administrative measures and implementation. 

To consider administrative measure and incentive policy for the organisation 
engaged in actual implementation of the programme where positive result and 
implementation has been established with the confidence of the farmers 
associations during the transition period fulfillingthe requirement of MOU etc. 

Finalisingcriteria and general policy for appropriate training, demonstration and 
action research activities etc. for the farmers organisations, representatives of 
NGOs and officers/employees of different State Government departments 
towards achieving the desired results for the participatory programmes. 

Considering the educational, administrative organisational and other functional 
requirements of the setup at WALMI, Anand for the purpose of coordinating 
nodal agency with regard to training, demonstration and action research 
requirements. 



1 1. Arranging for preparation of appropriate manuals and guiding principles and 
literature for the stagewise and effective implementation of the government 
policy and programme of farmers-government partnership towards joint irrigation 
management and ultimately turning over imgation management, maintenance 
and operational responsibilities to the farmers associations with reference to the 
actual experience in  other Asian Countries like Philippines and experience of 
other State in  India. 

12. Considering the requirement of an independent evaluation and monitoring 
agency for the purpose of process documentation and research basis through 
experienced experts or consultants, scientists or educational institutions for the 
effective implementation and development of the government programme along 
with the appropriate government decisions for the purpose. 

Above State Level Working Group will also consider and setup Subcommittee 
or Task Force for separate and careful considerations and examinations towards policy 
matters and programme implementation requirements. In addition, the State Level 
Working Group willalso consider additional proposal, norms and regulations consistent 
with the participatory and turnover programme of government. 

By order and in  the name of Governor of Gujarat. 

M.G. MAKWANA 
Officer on Special Duty (IP. 1) 

Narmada and Water Resources Department 

Copy submitted with compliments for information to: 

1. PA to Hon. Chief Minister, New Sachivalaya, Gandhinagar. 

2. PA to Hon. Deputy Chief Minister (WR), Sachivalaya, Gandhinagar. 

3. PA to Hon. Chairman, Sardar Sarovar Narmada Nigam Limited, Block-12, 
Sachivalaya, Gandhinagar. 

4. PA to Hon. Minister, Minor Irrigation, Sachivalaya, Gandhinagar. 

5 .  PA to Hon. Minister (State Level), Water Resources, Sachivalaya, Gandhinagar. 

6.  PA to Hon. Minister (State Level), Minor Irrigation, Gandhinagar. 

7. PA to Chief Secretary, Sachivalaya, Gandhinagar. 



Shri B.N. Navlawala, Adviser, (I and CAD), Planning Commission, Government 
of India, New Delhi. 

Principal Secretary, (Finance Department), Sachivalaya, Gandhinagar. 

Additional Chief Secretary, Agriculture, Cooperation and Rural Development 
Department, Sachivalaya, Gandhinagar. 

Additional Chief Secretary, Panchayat Rural Housing Department, Sachivalaya,, 
Gand hinagar. 

Secretary (Planning), General Administrative Department, Sachivalaya.. 
Gandhinagar. 

Secretary (N and WRD), Sachivalaya, Gandhinagar. 

Financial Adviser (Irrigation Project), N and WRD, Sachivalaya, Gandhinagar 

Financial Adviser (S and C), N and WRD, Sachivalaya, Gandhinagar 

Shri M.T. Pathak, Narmada Planning Group, Block No. 12, Sachivalaya., 
Gand hinagar. 

A11 Superintending Engineers under Narmada and Water Resources Department. 

All Collectors (Gi,jarat state). 

All District Develop~nerit Officers (Gi~jarat State). 

Registrars, Cooperative Societies, Dr. Jivraj Mehra Bhavan, Block No. 10, Old 
Sachivalaya, Gandhinagar. 

All District Registrars (Cooperative Societies). 

The Chief Executive, Agha Khan Rural Support Programme (India), Choice 
Premises, Navrangpura, A h  medabad-380009. 

Shri M. N. Lath, Commissioner, CAD Programme, Ministry of Water Resources, 
Room No. 236, Krishi Bhavan, New Delhi. 

Dr. John Ambler, Programme Officer, Ford Foundation, 55 ,  Lodhi Estate, New 
Delhi-1 10003. 

Area Development Commissioner, Surat, Ahmedabad. 

Managing Director, Ground Water Resoilrces Development Corporation, 
Gandhiliagar. 



27. Shri Harnath Jagavat, Sadguru Water Development Foundation, Plot No. 71, 
Near RTO Naka, Dahod, Dist. Panchmahals-389 15 1. 

28. Shri K.C.B. Raju, Vivekanand- Research Foundation, Bindra, Taluka Mandvi, Dist. 
Kachh - 370405. 

29. President, Jeevandeep Cooperative Society, Zarnawadi, Tal. Valia, Dist. Bharuch. 

30. President, Baldeva Imgation Cooperative Society, Taluka. Valia, Dist. Bharuch. 

31. The Executive Engineer, Minor Imgation Project Division, Ankleshwar, Dist. 
Bharuch. 

32. The Executive Engineer, Ver-I1 Project Division, Vyara, Dist. Surat. 

33. Programme Coordinator, Agha Khan Rural Support Programme (India), 
Netrang, Taluka: Valia, Dist. Bharuch. 

34. Select File. 

35. Assistant File. 



Annex L 

SUMMARY OF PROCEEDINGS OF WORKSHOP ON BIHAR REPORT 
ON FO AND OPC ON 23.9.1B4. 

Bihar Water Resources Department had convened the Workshop to be presided 
over by the Minister, Water Resources Department. The invaees were the 
related departments of the State Government, Senior functionaries at the 
headquarters, chief engineers From the field faculty of WALMI and Water 
Resources Centre, Patna University as well as experts in irrigation. This 
workshop followed rounds of discussion of the report in the Task Force in  the 
Water Resources Department on the various aspects of the Draft Report. 

The Minister for Water Resources Department Mr. Jagadanand provided the 
guidelines for the Workshop. In his speech he emphasised that a critical stage 
had been reached in the performance of imgation systems. These were the 
lifeline for generating rural growth and everyone involved has to feel equally 
concerned about the situation. The choice was between suicide and the will and 
the audacity to change. In this scenario the ISPAN study had provided valuable 
lessons. This should be studied as the starting point of a change process. 
Further changes and modifications would, no doubt, be needed. We have to 
be determined, however, to reverse the present trend in helplessness to improve 
management. 

The Minister put special emphasis on a number of other important 
considerations that should guide a discussion of the subject under consideration. 
Firstly, it is necessary to realise why governments are talking of participatory 
management of irrigation while farmers are passive to this call. Why is there no 
demand that systems should be given under their management. Secondly, 
engineers have done excellent work. The younger generation of engineers have 
potentials for higher performance. And yet, they find, themselves, helpless to 
prevent damage to the system or to deliver the designed benefits up to the last 
promised field in the command. Thirdly, the irrigators are also an unhappy lot 
and put the blame for all their problems on the system managers. The upper 
reach farmers misappropriate more than their due allocation of water but crop 
productivity increases are not very high. The lower reach farmers, in Paliganj 
for instance, were denied their due share for years running. They have no 
answer. Fourthly, there was farmers participation within the framework of the 
Bengal Irrigation Act up to the decade of the fifties i n  the Sone Command 
system. The farmers cooperated in distribution of allocated water, they 
repaired farm irrigation conveyance system and they helped punish those not 
accepting discipline. Given the clear understanding of their obligations, they 
performed their role well and effectively. Finally, there was return to the 
system from the levied water charges. The realisation was alrnost hundred 
percent. Now, there is delivery of more water from the Sone system and all 
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this virtually free for those farmers who waste water or draw more water than 
is their share. There is no relation between expenditure and income. The WRD 
is spending almost two billion rupees on establishment alone but return from 
water charges was hardly 100 million rupees. These are the facts on which we 
must ponder. We cannot run the system without the system managers and 
system users becoming equally aware of the consequence. Participatory 
management holds answers to get out of the present dilemma. Efficie.nt, 
effective, enforceable user-oriented, economic return related systems 
management is possible and desirable only through a collaborative arrangement 
between the organisation of system managers and that of the system users. 
System users organisation and support for its sustenance may yet provide the 
alternative we are searching for and I commend to you to discuss the matter 
today in  this background. 

The discussions that followed brought in the following important suggestions for 
follow up: 

1. There was no alternative to participatory management. User 
understanding and cooperation was an essential ingredient for user 
satisfaction and systems performance. Forms may differ but the necessity 
of participatory management should become part of irrigation system 
development in all phases. 

2. The government approach and programme should focus specifically on 
promotion of farmers organisation and its capability building. However, 
FO should not be thrust on then1 but should evolve from the motivatior~al 
measures undertaken. This will wardoff infant ~iiortality in  FOs. 

3 .  There should be no expectation of a very rapid expansion of the 
movement towards management transfer. I t  will be a slow process. The 
success of a few pilot projects should not force Inass scale expansion. A 
gradual expansion after preparation by systerns managers and FOs will 
ultimately yield more durable results. 

4. It is necessary that government policy and programme for participatory 
~nanagement and the form i t  will take is given widest publicity. 
Si~iiultaneously, there should be greater transparency in  the dealings of 
Departmental officers with the farriiers and their organisation. 
Transparency rather than high promises will bring about an environment 
of trust and cooperation between the two partners. 

5 .  As a first step, workshop of the nature being held, should be organised i n  
the jurisdiction of each chief engineer of major, medium, and ininor 
systems of co~npleted projects to make operation level functionaries aware 
of the task. NGOs and FOs within that jurisdiction or outside should also 
be invited to such workshops. 



6 .  FO will be a major. instrument in securing government funds also through 
raising hue and cry about neglect. The bargaining power of FO will help 
imgation management in totality . 

7. Participatory management is suitable in all categories of projects. Details 
have, however, to be worked out and precautions taken to avoid chances 
of misunderstanding to the extent possible between imgation functionaries 
and FOs. 

8. Minor Imgation department has already transferred state tubewells and lift 
imgation schemes to Panchayats. However, casual feedback suggests this 
is not working. An approach to user management may have to be 
evolved. 

. Who should be the promotional agency for FO? There was no easy 
answer considering the magnitude of the tasks involved. Apart from 
WALMI and other identified agencies, the matter should be put on the 
agenda of district level task force as also 20 Point Programme 
Implementation Committee and DPDC for appropriate consideration in 
each district. 

10. Further consideration should be given to jurisdiction of FO as also levels. 
Micro to macro approach should not be completely ruled out. The 
important criteria worked out, namely, control of FO at a central turnout 
point, role of farmers themselves in organising farmers, homogeneity of 
technical problem within a given system, manageability of socio-cultural 
relations should be kept in mind. I t  was noted also that thousands of 
farmers organisationsl cooperatives have been formed in  the country in the 
last two decades but the federating process that could make them work 
and provide stability has not even started yet. 

I I .  There will be problems of different kinds compared to Paliganj in 
Chotanagpur region. ARP as also pilot projects should be undertaken in 
that region also to workout modalities of FO management. 

12. Pilot projects should also be taken up in MI/STW/LI to workout modalities 
for FO making a success of government policy of management transfer. 

13. The purpose of irrigation is to maxi~nise production. All the elements 
including input supplies, technology, and extension should be included in 
FO functions. However, care should be taken not to overload them with 
activities before they have developed competence. Initial attention should 
be devoted to improvement of irrigation. Once FO become strong they 
will be able to secure all the needed support services for irrigated 
agriculture and higher productivity. 



14. The irrigation system managers are afraid to face farmers due to poor state 
of canal systems. This will require a satisfactory arrangement by which at 
least a minimum level of repair and improvement is arranged before a 
system is formally transferred to FO for management. 

15. Training in WALMI is essential for line Agency as well as formers to 
acquaint them about the demands and discipline of changeover. WALMI, 
specially its core faculty should be suitably and urgently strengthened to 
undertake that responsibility. 

16. The graduate course syllabus of Irrigation in Engineering Colleges should 
include FO concept and management as also farmers managed irrigation 
systems. Farmers joint participatory management should be special.ly 
emphasised since FO as such is part of the syllabus. This will facilitate the 
task of WALMI. 

17. One major weakness of the Report is the lack of factual data on irrigation 
revenue transfer. In Paliganj the FO has desired to have this responsibility 
for long but actual transfer has not taken place. However, in  spite of rislcs 
foreseen, a change will bring beneficial results. Maharashtra experience 
proves that Bihar is already simplifying some of the procedures and this will 
further facilitate management of this work by FO successfully. 

18. Water Resources Department budget does, in fact, have a 'research head' 
but the allocation is confined to Irrigation Research Institute, Khagaul only. 
There should be two sub-heads under this Head, one for Technological 
Research and another for Irrigation Management Research. 

19. Technical support may be required by FO on a continuing basis and should 
be withdrawn only when it so desires after making alternative arrangement. 

20. The Steering Committee at the level of Chief Secretary should be set up 
early. It should have full powers to authorise any legal authority to provide 
registration to FO. 

The Workshop deliberated at length on the recommendations of the draft 
report. It  did not express any doubts about the workability of the enterprise as 
outlined in  the Report. I t  was pointedly brought out that one should not assume 
and take up worst cases to prove or disprove a point in this regard. One shoulti 
perceive and talk about the average cases. That can provide a sound basis for 
proceeding with a programme that can be constructively monitored and evolve 
into a continuing programme. The workshop was optimistic that proposedl 
changeover would be sustainable. If VASFA could achieve success why not the 
other systems? 



Annex M 

REFERENCES 

Government of India Publications 

Report on Inigation Commission, 1972. 

Report on Agriculture Commission, 1976. 

Eight Five Year Plan (1990-1995) 

Reports on Identification on Drought Prone Areas i n  the districts of 
Bhojpur, Rohtas and Mongher, 1982-83 CLC 

Census Report, 1991 

Sone Canal Modernisation Report, WAPCOS, 1988 

Report on Irrigation Potential created and i~tilised by CWC, 1985. 
Command Area Develop~nent Programme in India - Achievements and 
Perspective Ministry of Irrigation 198 1 . 

National Hydrograph Networks Statious of Bihar ( 1976-85). CGWB, 
1985. National Water Policy, 1987. 

Government of Bihar Publications 

Annual Reports of the Water Resources Department. 

Annual Report of the Sone, Gandak, Kosi and Kiul Badua, Chandan, 
CADA for different years. 

Bihar through figures, 1991. 

Annual Phans of W.R.D. 

Eight five year plan of Bihar. 

District Census Report, 198 1 . 

Agriculture Census Report, 1985. 

Block-wise Agricultural Statistics of Bihar, 1975. 

Irrigation Manual Part 1,2 & 3 - 1956 & 1992. 



10. Water Year Book, Bihar, 1992 

1 1 .  Report on Bihar Public Tubewell Projects prepared by the the World Bank. 

Agriculture Finance Corporation, 1985: Evaluation of Sone, Gandak, Kosi 
and Kiul-Badua-Chandan CAD As, 1989- 1993. 

A Guideline to Survey Investigation Design of Micro Distribution Network 
1986. 

Status Report on Irrigation in Bihar by Shri Jagadanand, Minister (Water 
Resources), Bihar, 1992 - submitted in 10th National Meeting of Water 
Resources and Irrigation Ministers, New Delhi. 

State Water Policy, 1993, Bihar. 

State Income of Bihar. 1970-71 to 1989-90. 

WALMI, Bihar Publications 

Bench March Survey Reports for Action Research Areas, Paliganj (1990)' 
Jamunia (1992). 

National Seminar on Action Research in  Management Irrigation System, 
1993. 

Water Resource Day publications, 1988 & 1989. 

Command Area Develop~nent Progra~nme on Better Water Management, 
1987. 

Farmer's Management of Ground Water Irrigation in the Co~nmand Area 
of Vaishali Branch Canal of Gandak Project, 1993. 

Conjunctive Management of Surface and Ground Water for Irrigation in 
the lower reaches of Gandak Co~n~nand,  1993. 

Regional Workshop on operation plan for Diversion Irrigation system - 

1993. 

All India Workshop on Performance Evaluation of Irrigation system, 1990. 

Integrated Management and Development of Water Resources Seminar. 
1987 



D . Other Publications 

Issues in Water Management, B.B. Vohra, The Hindustan Times, Patna, 
March 31, 1987. 

International Workshop on Economic Resurgence of Bihar through Water 
Resources Development - Issues and Strategies, CWRS, Patna University, 
1989. 

Optimal Water Use for Crop Production - Ph.D. Thesis of G.G. Dikshit 
University of Roorkee. 1986. 

Story of on Farrrl Development at TARWAN Sone Command (India) - Er. 
K.P. Sinha & Dr. G.G. Dikshit, 1992. 

Continuing Training Programme for farmers - Dr. G.G. Dikshit 1989, 
CBI&P. Publication on Education and Training in Water Resources in 
Developing Countries, New Delhi. 

World Bank Staff Appraised Report on Subernarekha Project, 1982 - Vol. 
I & 11. 

Proceedings of the Seminar on Engineering Aspects of Water Management 
Tectlnology - 198 1 Rajendra Agriculture University, Pusa (Sarnastipur). 

Warabandi for Irrigated Agriculture in India, 1981 - Publication No. 196, 
CBI&P, India. 

Irrigation Water Management Seminar. Institute of Engineers, Roorkee 
Centre. 1985. 

Organising Farmers of Paliganj Distributary Command. 

Operation Planning of Paliganj Distributary of Sone Canal Systerrl during 
Kharif season - L.P. Srivastava. 

Irrigation Management Transfer of Paliganj - L.P. Srivastava & Jaftrey 
O.Brewer, News letter of IIMI, Sri Lanka, 1994. 

Paliganj Distributary of Sone Canal System - L.P.Srivastava Tom O.Kajer, 
Training Course material of WRM&T project. 

At the Door Step of Transfer: Paliganj Distributary of Sone Canal System, 
Bihar, India-Uhan University Conference, China, 1994 (To be held in  
September 1994 - paper accepted). 



15. Farmers Solving Problems of Tailend Irrigation by Action Research: A case 
study of Paliganj Distributary in Sone Canal System, Bihar - R.K. Sinha & 
L.P. Srivastava -6th National Convention of Civil Engineers, Lucknow, 
1991. 

16. Equitable Distribution of Canal Water in Paliganj Distributary (Sone Canal 
System -Bihar) - K.P. Sinha & L.P. Srivastava, WALMI, Lucknow, 1990. 

17. Farmer participation in Action Research in Paliganj Distributary of Sone 
Canal System - L.P. Srivastava, Seminar of Institute of Engineer, 1991. 

18. Farmers' participation in Operation of Paliganj Distributary (Sone Canal 
System - Bihar): A case study. A.S.C.I., Hyderabad Workshop, 1993. 

19. Human Resources Development - T.P. Verma, ASCI, Hyderabad 
Workshop, 1993. 

20. Efforts of involving farmers in Water Management in GCADA -1.B. Prasad, 
- 1993, Trichy. 

21. Operation and Maintenance through FOs i n  Gara Choubey Branch Canal - 
I.B. Prasad, 1993, WALMI, Patna - Training of Farmer. 

22. Technical Papers - National Seminar on Action Research in  Management 
of Irrigation Systems ( 1  993), WALMI, Bihar. 

23. Prasad Kamala: Administration and Management of Irrigation Project 
(1984) Water Resource Studies Programlne, Patna University, Bihar. 



CONTRIBUTORS 

WALMI, Patna 

A.K. Singh 
Dilip Kumar 
G.G.  Dixit 
H.S.P.  Srivastava 
I .  B. Prasad 
K.D. Pal 
K.P. Sinha 
L.P. Srivastava 
Nagindra Narayan 
S .P .  Singh 

ISPAN State Consultants 

R.K. Sinha 
K.N.  La1 
Sachchidananda 
Rajeshwar Mishra 

ISPAN Central Consultants 

Ka~rrala Prasad 
Gokhul Prasad 
N .  R .  Banerjee 
K . K .  Singh 
C .D.  Thatte 
Peter Reiss 




